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A NOTE ON ORGANIZATION OF THE REPORT 

The report 1s orgamzed into SIX chapters as follows 

I Executive Summary 
I1 Methodology 
111 Background 
N Program history and Implementation 
V Performance and Impact of the Program 
VI Success Factors and Lessons Learned 

For those mterested m a qu~ck overmew of findmgs and conclus~ons, please see 
the executwe summary wh~ch covers pmcipal pouts m the first ten pages of 
the report 

For those mterested m more deta~l on fmdmgs and thelr rahonale, the last two 
chapters, V and VI, prov~de added perspectwe and explanation Chapter V 
covers program management and coordmat~on performance m some deta~l 
along w~th a comprehenswe rundown on component accompl~shrnent 
Chapter VI provides more detad and the rationale for success factors, 
constramts and lessons learned 

Fmally, for those mterested m program hstory and unplementation, Chapter 
N prov~des a deta~led blow by blow account of what actually transp~red m the 
conduct of the program along wrth observat~ons on all aspects T h ~ s  chapter 
wrll also be useful for those gomg to th~s  evaluahon as a reference work for 
purposes of research, reportmg and for use m future program formulation 
Chapter N is longer and more detaded than necessary for an evaluation of thls 
nature On the other hand, ~t prov~des the detail and analytical basis for all 
findmgs and judgements made m other sect~ons Thus, those questlorung the 
foundation of assertions made throughout the document should remew this 
chapter for reasomg b e h d  the thdung expressed 

For mforrnation on mtervlews, sources, and a summary of field and project site 
v~s~ t s ,  please consult Append~ces A through C 
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GLOSSARY OF PRINCIPAL TERMS, ACRONYMS AND ABBREVIATIONS 

"Albergue" 

CACIF 

"Campesmo" 

CEI 

CEAR 

CONALFA 

CONAD 

COPAZ 

CPR 

CRE 

c 'Di~per~~ ' '  

ECHO 

ECO (or EC) 

USED IN THIS REPORT 
Guatemala Demobil~zabon Project 

Refuge Refers to the halfway hostels where ex-combatants wthout a 
destmatlon or home to return to followmg departure fiom the 
demobillzatlon camps 

Alto Comlslonado de las Naclones Umdas para 10s Rehglados (see 
UNHCR) 

Scholarship Refers to the subsidles paid to URNG ex-combatants for 
tralnrng and upon departmg demoblllzatlon camps and halfway hostels 

Comte Coordmador de Asocrac~ones Agncolas, Comerclales, hdustr~ales 
y Fmancleras, Apex Pnvate Sector Representat~onal Orgamzation 

Rural poor peasant farmer or agricultural worker A large portion of the 
URNG combatant ranks came fiom campesmo backgrounds 

Comsion Especlal de Incorporaclon - Members URNG, Gobierno, 
International Commuty 

Comision Naclonal de Atencion a Repatnados, Refugiados y Desplazados 

Comlte Naclonal de Alfabetlzaclon 

Consejo Naclonal de Areas Protegldas 

Common Presldencial para la Paz 

"Comun~dades de Poblaclon en Reslstencia" - Communltles of 
Populations m Resistance Groups that fled the confl~ct Into hldmg m the 
Mountam m the early 1980s 

Cruz Roja Espanola 

Dispersed person Refers to those demobilized ex-combatants who 
returned home to vmous parts of the country followmg the cantonment 
perlod m the demoblllzation camps as opposed to those that went to 
halfway hostels 

Departamento para la Ayuda Humamtana de la Comunldad Europea 

Bilateral GOGIURNG "Coordmat~on Team" Equtpo Coordmador Refers 



EU 

FGT 

"finca" 

"Fmquero" 

FIS 

FONAPAZ 

FORELAP 

FOGUAVI 

FUNDES 

GOG 

INDUPAZ 

INTECAP 

MINUGUA 

MSPAS 

NGO 

OAS 

OEA 

OIM 

OMS/OPS 

OTI 

to the group established under CEI to define and Implement follow-up 
coordmatlon mechmsm for the period after Nov 3, 1998 Meets weekly 

European Unlon (see UE) 

Fundaclon Gulllermo Tonello 

Farm Used sometimes to refer to the cooperative farms formed under the 
program for URNG ex-combatants leavmg the halfway houses 

Farmer owner Refers to the wealthy, conservative, large land ownmg, 
class of Guatemala that traditionally has exerted strong Influence over 
both the pnvate and publlc sectors and the polltlcal course of events 

Fondo de lnverslon Soclal 

Fondo Naclonal para la Paz Natlonal Peace Fund - Prlnclpal GOG 
organization responsible for lrnplementmg the Incorporation Program 

Fondo Para la Remsercion Laboral y Productiva 

Fondo Guatemalteco para la Vlvienda 

Fundacion para el Desarrollo Sostemble en Amenca Latma 

Government of Guatemala 

Industrias para la Paz, A Project Proposal - USAID (See Bibhography) 

Instltuto Tecmco de Capacltacion y Productlvidad 

Mmon de Venficaclon de las Naclones Umdas en Guatemala 

Mmsteno de Salud Publica y Aslstencia Social 

Non-Government Orgatllzatlon 

Orguzatlon of Amencan States 

Orgamzaclon de Estados Amencanos 

Orguzacion Internacional para las Mlgraclones 

Organlzacion Mundlal de la Salud~Orgmzacion Panamencana de la Salud 

Ofice of Transition Inltlatives 



ONG 

PAHO 

PAREC 

PIP 

PMA 

PMAE y 0 

PNUD 

PRODESA 

Organization No Gobernamental (See NGO) 

Pan American Health Organization (see OMSIOPS above) 

Programa de Apoyo a la Remsercion de Ex-Combatientes - fmanced by 
EU 

Programa de Incorporation Productiva 

Programa Mundial de Alimentos 

Policia Wlitar Ambulante - Extraordmaria y Ordmaria 

Prograrna de las Naciones Unidas para el Desarrollo (see UNDP) 

Proyecto de Desarrollo Santiago (Managed educational testmg at the 
secondary level for the basic education program managed by the OAS ) 

"Sm Destmo" Without destrnation Refers to the group of ex-combatants m the 
demobilization camps whch had no place to go followmg demobilization 
and ended up m the halfway hostels 

UE 

UN 

UNDP 

UNDPKO 

UNHCR 

URNG 

USAID 

WFP 

ZONAPAZ 

Umon Europea 

Umted Nations 

Umted Nations Development Program 

Umted Nations Department of Peace Keepmg Operations 

United Nations figh Commission on Refugees 

Unidad Revolucionaria Nacional Guatemalteco 

Umted States Agency for International Development 

World Food Program 

Peace Zone Region of Guatemala most severely affected by the conflict 
Includes departments of Peten, Quiche, Huehuetenango, Totomcapan, 
Solola, Chunaltenango, Alta Verapaz, Baja Verapaz and San Marcos 



I EXECUTIVE SUMMARY 

A Program Context 

On December 29, 1996, the fmal "Accord for a Flrm and Lastmg Peace" was signed m 
Guatemala City m a r h g  the end of over 35 years of low mtenslty clvil war The confllct 
had slowly bled the country of its social and economc vltality and afflicted two 
generations of Guatemalans wlth death, displacement and suffermg, especially among the 
poor and mdigenous elements of society It also marked the conclusion of a long and 
tortured peace process whlch had actually begun almost ten years before with the signmg 
of the Esquipulas 11 Accord m 1987 settmg forth a series of steps to achieve peace across 
the Central Amencan region 

In November of 1996, a little over a month before the fmal Accord was signed, and m 
close cooperation with the USAID Mssion m Guatemala, USAID'S Office of Transition 
Initiatives (OTI) began plannmg a program to asslst wlth the demobilization and 
mcorporation of guerilla forces of the Umdad Revolucionar~a Nacional Guatemalteco 
(URNG), the msurgent movement It was further agreed that OTI would assist with 
demobilization of military m t s  

Over the course of the followmg two years, USAID/OTI, wlth strong b a c h g  from the 
USAID Msslon, and m a co-fmancmg partnership arrangement with the Unlted Natlons 
Development Program (UNDP), funded a broad array of activities associated with the 
two major phases of the demobilizat~on effort to date, namely a) cantonment and mltial 
demobilization of URNG guenlla forces, also known as the "Emergency Phase", and b) 
h t i a l  Incorporation, whlch ran fiom the date of departure of ex-combatants fiom the 
ongmal cantonment camps on May 3, 1997, until the end of the Mia1 Incorporation 
penod m November 1998 The executmg agency utilized by USAID/OTI and UNDP for 
program mplementation was the International Office of Migration (IOM) wlth whch 
OTI had previously worked m Haiti m that country's demobil~zat~on program OTI 
officially ended its rnvolvement m the Guatemala program by the end of December 1998 

B General Conclus~ons 

The evaluation's general conclusions are as follows 

(1) The program overall was a clear success m terms of its demob~lization and 
mcorporation objectives 

(2) USAID/OTI successfully honored its policy mandate m that entered at the 
begmug  of the program and exited at the end, havmg successfully completed its 



mission to facilitate a true transition fiom ongomg conflict to a condition of 
stability and peace 

(3) USAIDIOTI's experience m Guatemala has a wealth of valuable lessons to offer 
and should serve as a model for such efforts m the fbture 

In support of the above conclusions, by the end of the Initla1 Incorporation period 
combatants had been effectively demobilized and resettled m viable or potentially viable 
settmgs They had been accepted by surroundmg communities Stability had been 
established throughout the countryside, and the emergency was over Conditions are now 
m place for true sustamable development to occur, given adequate follow-through by the 
Government of Guatemala (GOG) and the donor community on the broader reform plan 
established by the Peace Accords USAIDIOTI and its fundmg partner, UNDP, were 
truly critical to realization of effectwe transition from conflict to a stable peace and can 
feel a justifiable pnde m thls accomplishment They were, without question, the two 
most important players on the donor side, and are recogmzed as such by all of the major 
stakeholders m the process, mcludmg the URNG, the Government of Guatemala, the 
Unlted Nations and the donor commmty m general 

Further, USAIDIOTI, together wth UNDP and IOM, exhibited outstandmg leadershp, 
comnutment and good sense throughout the penod evaluated These organizations were 
faced wth  exceedmgly severe polihcal, logstical and other constramts to effective 
program plannrng and execuhon They overcame these bmers  to a remarkable degree, 
however, through an extraorhary capacity to work together as an effective team, built 
on trust, and to devise mtelligent, practical solutions to near unpossible situations This 
1s not to say that there weren't problems and some errors m judgment here and there 
There were, but by and large mistakes were corrected, implementers learned from the 
experience, and they moved forward mth sigruficantly enhanced effectiveness They are 
also now m a position offer advice of exceptional value to future post-conflict situations 

Fmally, the fact that USAIDIOTI entered at the beglnnmg and left at the end of the 
transitional effort, havmg successfully completed its mssion, is an exceedmgly rare and 
important accomplishment, much m keepmg with OTI precepts, and should also serve as 
a model for future programs 

In terms of implementation, the program can polnt to the followmg speclfic 
achevements 

1 Emergency Phase (January 1 through May 3,1997) 

Successful plannmg, design and construction of 26,000 square meters of livmg and 
worlung space m eight demob~llzation camps capable of housmg over 3,000 
combatants The work was c m e d  out m less than two months, under budget, and a 
quallty product was delivered 



Successful demoblllzatlon of 2,940 Guerillas m the camps over a two month period m 
whlch they were documented, surveyed and tramed m a highly efficient team effort 
by the mternatlonal commumty 

2 In~t~a l  Incorporabon Phase (May 3,1997 through November 1998) 

Effectlve management of departure fiom the camps of former combatants to fmal 
destmatlons throughout the country mcludmg 323 "without destmation" who were 
placed m halfway hostels prepared for this purpose 

Provision technrcal vocational trammg to 1,148 ex-combatants 

Placement and mtlal assistance to 277 ex-combatants on cooperative farms 
purchased for them by the GOG 

Productive enterpr~se assistance to 4 19 ex-combatants through 220 mlvidual 
projects 

Effectwe provision of literacy and basic education t r a m g  to 3,338 beneficiaries 
(mcludmg a co~nm~~l l ty  civ~han partlclpatlon of close to 40%) 

Execution of a successful soclal comrnmcatlon campmgn m 16 workshops 
throughout the country wrth 1,375 partmpants from a cross sectlon of demobillzed 
and cornrnmty based sectors whch explamed the Peace Accords the nghts of 
retummg ex-combatants and facilitated reconclllatlon 

Essential asslstance m the return and mcorporatlon of 15 1 farmlies (493 persons) of 
URNG supporters from Mexlco and vatlous other countnes 

Effectrve provlslon to 953 demobdlzed Milltary Pollce of technical vocational 
tramng, tool kits and an apprentlceshlp experience wth local companies, directly 
resultmg m employment of 126 mlltary ex-combatants (724 were workmg m some 
capacity) before the end of the program 

Effectlve asslstance m the relocation and resettlement of one "Commumty of 
Populations m Resistance" m the mountams of Qu~che to a cooperative farm, 
mvolvmg 250 famlles wlth 890 md~vlduals, and provwon of cr~tlcally needed 
mf?astructure and med~cal supplles to two other comrnunit~es 

3 Effectwe Incorporabon 

For purposes of answermg the quest~on on whether effectwe mcorporat~on has actually 
taken place, the evaluators took the posltion that effectwe mcorporat~on for a 
demob~llzed ex-combatant should be defined as 1) acceptance as a member m good 
standmg by the community m whlch he or she has settled or resettled, and 2) achievement 



of economic parity by the ex-combatant with the majority of the members of his or her 
community 1 

In these terms, the program has succeeded Ex-combatants are now iivrng m equal or 
better social and economc circumstances than thelr neighbors and with equal or better 
prospects for growth m the future This is true for both the former guerilla and military 
groups Even m cases where economc assistance benefits have not yet flowed from the 
program, the vast majonty of ex-combatants have mserted themselves m a positive light 
m local commmties where they currently enjoy good acceptance and support Now, the 
challenge of "Definitive ~ncor~oration"~ is to deal with the extreme level of generalized 
urban and rural poverty of the country m a development or "transformmg" sense, if the 
cycle is not to begm all over agam down the road Plans for this are underway by the 
GOG with strong donor support, mcludmg USAID 

D Success Factors, Constramts, and Lessons Learned 

In terms of prmcipal success factors, constramts, and lessons learned, the real pomt of 
this evaluation, the followmg summmzes the team's fmdmgs 

1 Success Factors 

a) The R~gh t  People The team found this to be the smgle most mportant factor 
contributmg to overall success of the program The Guatemalan Program was blessed 
with a m q u e  confluence of exceptional leadershp present m key action entities, both 
m the donor commmty (mcludmg USAID Mmion management and the two OTI 
resident representatives) and on the Guatemalan side, mcludmg the GOG and the 
URNG (especially dumg the emergency phase) Th~s  group was truly dedicated to 
program goals above other mstitutional and territonal considerations Problems of 
"ego" and 'krf" were swept aside by a cast of characters willmg to do what ever it 
took to acheve the objective 

b) Donor Flex~bllrty This was the second most important factor The readmess of 
prmcipal donor agencies to compromise on policy and practice and streamlme 
procedures where necessary, m the mterest of effective teamwork, was cntical 
throughout the effort The best examples of th s  were USAIDIOTI and the UNDP, 
whch jomtly funded the bulk of the program, and worked together with an openness 
and collaborative spmt rarely seen m such situations 

c) Host Government Capablhty and Flex~bihty The evaluation team was deeply 
unpressed with the extraordmary dedication and capability of most of the GOG senior 
management personnel mterviewed, past and present They reflected a remarkable 
degree of stature, wisdom and wllmgness to go the extra mle, m terms of policy and 

' This is m h e  with the Incorporation Peace Accord, OTI entry documents and evaluation team mterviews 
with key GOG officials m charge at the m e  

"Defimtive Incorporation" 1s the thrd phase of the Dernob~l~zation Program (followmg "htial 
Incorporatlon") It commenced m December 1998 and has no defined temnatlon pomt 



procedural considerations, to make sure the program accomplished its objectives 
Part of this relates to the caliber of people mvolved Another part relates to the nature 
of the mstitutions, which were created outside of the mamstream mlnlsterial 
framework m lme with current "modernization of the state" precepts 

The Coordinating Mechanism The Special Incorporation Commission (CEI) 
played the dormnant role as the mam unplementation coordmation vehicle for all 
programs m support of h t i a l  Incorporation followmg the emergency phase All 
unportant implementation decisions relatmg to the mcorporation effort were vetted 
and coordmated through the CEI with the URNG and the mternational donor 
cornrnumty The CEI imposed structure and order on the program and was emmently 
critical to its success Without it there might well have been chaos, as there was m 
Nicaragua followmg demobilization, for example, and to a lesser extent m El 
Salvador, where solid authorities for donor coordmation were not established 

Nature of the Relationship \nth the URNG There were serious disagreements 
between the URNG and the W G  and donor cornmumties and frequent delays over 
policy and strategy issues But, it was always possible to meet with the URNG 
durmg the emergency phase, and subsequently with its Fundacion Guillermo Toriello 
(FGT), and have a senous discussion wthout counter-productive acnrnony, not the 
case m other Central Amenca programs Also, the guerillas left the camps with a 
good attitude, reflectmg the positive environment that had been created by the vision 
and comprehensive nature of the Peace Accords Tfus was enhanced by the guerilla 
expenence m the camps, whch was llkewise hghly positive, thanks to thew well 
orgamzed and managed program of activities l h s  was vital to effective problem 
solvmg and unplementation m general 

The Sue, Nature and AtWude of the Force to be Demobillzed To state the 
obvious, had the URNG combatant force been 30,000 mstead of 3,000 program 
plannmg and implementation would have been many tunes more difficult Donors 
and unplementmg orgaruzations could come to p p s  with the magnitude of the job 

2 Negatwe and Lim~ting Factors 

Lack of Plannmg There were good reasons for the lack of melum and longer term 
planmig and negotiations out front on program direction and strategy There was no 
tune for this m the flurry of preparations for the cantonment phase Nevertheless, the 
program suffered because of th s  lack Each new element had to be negotiated and 
planned, or replanned, at the tune of lnltiation due to a repeated pattern of "delay and 
cnsis" that was practiced by the FGT m the course of unplementation The rules of 
the game kept changmg, and it was frequently impossible to make adequate 
arrangements for the proper design, sequencmg and mutual remforcement between 
components that could have considerably enhanced program unpact 

Political Nature of the FGT, Technical Capability and the Co-Direchon Factor 
The FGT was dedicated froithe b e g m g  to max&zmg benefits for its 



membership, regardless of the cost m terms of viability of program components It 
was also subject to sometlrnes codictmg political pressures of governmg fronts and 
constramed by the need to glve pnonty treatment to those who had sacrificed the 
most m the mountams Further, it was a new foundation and had no operational 
expenence The Foundation has now learned fiom experience and is more amenable 
than in the past to the adoption of sound strategies, recognizmg the need to 
compromise on ideological pmciples for the sake of program viability It also 
suffered throughout the period fiom a serious shortage of qualified people, at all 
levels of management and execution, as well as a totally madequate budget related to 
essential field operations, logistics, and mobility 

c) The Wssmg Prlvate Sector Outside of the apprenticeshp component of the 
Mlitary demobilization activity, the private sector essentially had no role m the 
program There were understandable reasons for t h ~ s  associated wth  its hstorical 
role m society and the bitterness of its relationship with the URNG But it was a 
serlous lack, and meant that there was little or no effort throughout the program to 
address the employment problem on the URNG side or to take advantage of private 
sector expertise and mstitutional capabilities in a variety of needed areas This is now 
changmg as the FGT reaches out to vanous professional chambers 

d) Informahon Management There was a severe lack of mformation regardmg 
beneficiaries as well as most other aspects of the Foundation's thmkmg, policies, 
plannmg and prograrnmmg activity throughout much of the lrnplementation penod 
Thls problem stands out above others for those attemptmg to plan and manage 
program components, and was a senous obstacle to effective deliberations m the CEI 
Thls is also now mprovmg For future programs, a common database should be 
negotiated and agreed upon wth  respect to beneficianes and program activities as a 
mlnlmum 

3 Lessons Learned 

Some of these represent the flip s ~ d e  of the above factors and are of generalized 
mportance Others are not, and are more specific and llnked to particular program 
components They are mcluded, because m all Ilkel~hood, many of these same 
components will be mcorporated m future post-conflict programs 

a) Get the R~ght People This is the smgle most important lesson of the Guatemalan 
expenence How to do it is another matter But the need for effective teamwork 
among all of the major players m a demobilization effort is so extreme that every 
effort should be made to assure that mstitutional representatives on the ground at the 
t m e  of both negotiations and unglementation are of the hghest cal~ber and can be 
counted on to put the mssion ahead of mstitutional pnonties The same effort should 
be made by host governments, mth donor assistance where necessary 

b) Get mvolved early The advance work accomplished m Guatemala by the OTI 
consultant m November and December of 1996 was cntical to the extraordmary 



success of the cantonment phase of the demobil~zat~on program It would have been 
even better, however, to have carrled out an assessment of the situation considerably 
earlier, such as m the summer before, to get a better handle on the mstitut~onal, social, 
economc, and political factors and constramts needing to be addressed It is also 
possible, although not certam, that key aspects of program structure (such as the 
nature and mandate of the foundation to represent the msurgents m program 
management and content) could have been negotiated m advance, at least partially, 
which might have made a substantial difference m program feasibil~ty and impact 

c) Donor Flexlbdlty and Coordmation As already mentioned, the unique 
arrangement and relationships established m Guatemala were crucial to effective 
execution of the cantonment phase especially as well as most of the rest of the h~ t i a l  
Incorporation Phase Tlus is a must for future programs 

d) Program Structure, Ins~tubonal Capac~ty and Transparency of the 
Implementmg Organlzat~on Representmg the Insurgents A major lesson from 
the Guatemala experience is that management of the program to be implemented 
should be under the direction of a ent~ty whxh is dedxated to program goals, the best 
mterests of the peace process and effective remtegration of beneficlanes above all 
other priorities There are vanous different ways such a structure could be devised 
But for future programs, donors and host governments should attempt to identi@ the 
organization early and provide it with 

Safeguards to assure transparency, mcludmg separation fiom, although overs~ght 
by, the political cadre of msurgent leadership 

Techcal  assistance to develop techmcal and managerial capability m the 
context of an assistance program for re-mcorporation 

Budget for staff, mfrastructure and mobility 

e) Plannmg and Implementahon Capab~llty of the Government In the future, OTI 
should seek to relate to those government agencies that have the degree of 
mdependence, flexibility and capabilities requlred by a demobilization scenano If 
such agencies are not m place, it would be mportant to try to create the necessary 
capability through the strengthemng or restructuring of appropriate units, or, as a last 
resort, to create the entity, more than likely as an attachment to the Presidency of the 
country m order to provide for the needed priority, budget, flex~bility and capability 
A strong government counterpart apparatus with access to decision malung at the 
hghest level is vital It is also important to have a government entity capable of 
relatmg to the msurgent side m the form of an open mstitutional mindset and attitude 

f) Coordmabon Veh~cle The CEI 1s a vehlcle worth repeatmg for reasons explamed 
m the report The only addit~onal recomrnendat~on would be to glve ~t added teeth m 
the negotiahon process so that ~t would be m a better pos~tion to enforce compliance 



wlth program comrmtments over the course of implementation m terms of both the 
msurgent orgmzat~ons and partlclpatmg donors 

Informahon Flow Accurate and fluid mforrnation flow must be assured for 
effective program a h s t r a t i o n  This should be negotiated at the tune of program 
formulation along with mcentives for sharmg The development of a common data 
base, given today's technology, should now be relatively easy to set up between 
donor and lmplementmg agencles 

Secure Productive Private Sector Involvement from the Beg~nning It should be 
m the best mterest of the prwate sector to facilitate peaceful mtegrat~on of former 
msurgents The Pnvate Sector also has the eventual solutlon for the commerc~al and 
mdustr~al development of the mtenor of the country (the real and lastmg answer to 
the problem of urban and rural poverty m Guatemala and m most countries) and 
should be mvolved early m plannmg of options for th~s  as well 

Tlmlng of Cantonment Phase The two month penod (less for many) m the camps 
d ~ d  not allow tme  for proper onentatlon for re-entry mto soc~ety, an adequate 
detallmg of employment optlons and project poss~bd~tles, or sound planmng for 
mtervent~ons to follow l k s  IS not to cntlclze what was actually done, wlvch was a 
marvel of hghly coordmated actlvlty among a host of players It was stdl too short, 
however In hdsight, three to four months would have been about nght m th~s  case 
Th~s  would obv~ously vary m other settmgs, but proper tlrmng is unportant It is a 
quest~on of how much IS enough and how much IS too much 

Land l k s  was a bas~c nght under the Peace Accords It should have been 
addressed earller m the program Land for the cooperat~ve farms was provided, but 
only after a substantla1 delay Land for the dispersed group has st111 not been worked 
out, and may never be, glven the convoluted tenure situation m Guatemala The 
lesson for the future is that land should only be promlsed where ~t can be delivered m 
a tmely fashlon to those groups to whlch are to receive lt 

Houslng Tlus was another nght under the Peace Accords It also should have been 
addressed earher The Guatemalan Housmg Fund (FOGUAVI) scheme, now bemg 
mplemented, is a good one and IS workmg, at least on the cooperat~ve farms What 
IS laclung is housmg for the dispersed group The program IS m place It IS more a 
problem of access and mformatlon Housmg IS a huge problem m Guatemala and 
undoubtedly m most other post confl~ct settmgs As was explamed to the evaluators, 
vulnerable people are motivated by housmg above all other pnontres and wl l  go to 
where the housmg IS before worrymg about employment 

Expectabons In the Guatemala Program, false expectatlons were constantly ra~sed 
by the FGT and, unwlttmgly, by the donors, not knowlng m advance what ~t would - .  - 

take to unplement programs on the drawmg board Further, expectatlons were ra~sed 
m the ex-combatant group by the FGT wlth regard to ent~tlements that were 
unrealistic and tended to reinforce a paternalrst~c mmdset The Mll~tary 



demobilization program (PMA) likewise suffered fiom unrealistic expectations 
regardmg wage levels m pnvate mdustry which resulted m a shortfall on the 
employment side and the return of many to the secunty busmess Promises should be 
kept to a rmflll~lum whde emphasimg the reality of the market place and the 
mportance of self-reliance, creativity and hard work m the development of personal 
opporturuty Promses made, but not dehvered, are a disservice to the beneficiary 
group m that they automatically curtall needed effort and creativity m search of 
mdividual solutions 

m) Credlt The grant nature of the Productive Investment Program design facilitated 
rapid mplementation and the ability to move on quickly after execution to other areas 
and components, not havmg to worry about collections Nevertheless, ~t established 
an unfortunate precedent and an "entitlement" attitude among some beneficiaries It 
also denled to the group the expenence of worlung wth credit and havmg to budget 
costs m order to deal with a repayment schedule The majority of those mterviewed 
expressed extreme reluctance to enter mto market credit relatlonshlps for fear of 
mortgagmg and loosmg what they had to offer as collateral If these people are to 
prosper and grow, however, they will need to be able to tap credlt markets m the 
future for badly needed mvestment and worlung capital Expenenced NGO mcro- 
enterpnse programs should also be tapped m support of such programs m the future 
They were notably excluded fiom the Guatemala Program 

n) Tramng The techcal  trammg component of the program was generally adequate 
m quality, but not m duratlon Nor was it lmked, with the exception of the PMA 
program, w~th  employment or productive enterpnse projects The lessons here are 1) 
techmcal trauung should be based on true market opportunities, 2) trammg should 
have been mtegrated wth the productive project program and supplemented wth  a 
follow-up program of job search and placement, 3) selection should have been based 
on an adequate assessment of aptitude and preferences as well as market opportunity, 
4) tramng should have been tied to an apprenticeslup program for those mtendmg to 
enter the job market (as was done m the PMA program), 5) the private sector should 
have been mvolved m planrung and execution fiom the start, and 6 )  for a number of 
fields, such as auto-mechmcs, elechcity, carpentry etc , the t r a m g  was not enough 
to satisfy entry requxements of many compatues and should have been longer 

o) Safeguards on Equlty Inequities and the appearance of mequities should be 
avoided if possible In the Guatemala case, some beneficiaries were clearly favored 
over others, especially those m the halfway houses Others received favored 
treatment when it came to trauung, productive mvestment projects and jobs with the 
Foundation For a gwen beneficiary to receive an additional set of benefits is not 
necessmly wrong m the context of a particular situation What is important is to 
have a policy and adhere to it, so that all know the rules of the game It is also 
important to have a data base than can adequately track who receives what and assure 
that multiple benefits m a gwen case are justified by circumstances and a valid 
rationale (now m place m Guatemala) 



p) Translbon to Development Despite the fact that this was an "mcorporation" and 
not, supposedly, a development program, concepts of sustamable development should 
have been mtroduced from the beglnnrng Obviously much of any demobilization 
effort w ~ l l  be of a transitional nature On the other hand, prrnciples should be 
Introduced early m order to develop the appropnate mmdset on the part of 
beneficianes and mplementers allke 

For a full detailmg of the above factors and lessons learned, please see Chapter VI 

In conclusion, there is rrch experience m the Guatemala program which has much to offer 
to future efforts of t h ~ s  nature This experience should be tapped, both m the form of this 
report, but, even more importantly, through the participation of key actors mvolved m the 
program m the planrung and execut~on of new endeavors where these lessons could be 
productively applied 



II METHODOLOGY 

The evaluat~on was carned out as an m-house exercise by a personal services contract 
employee of OTI He was assisted by a Guatemalan consultant, formerly employed by 
IOM for work on the Productwe Incorporat~on Program (PIP) component of the 
Demobil~zation and Incorporation Program 

The evaluator vis~ted Guatemala for a week m late September and early October 1998 for 
mtial plannmg and arrangements for the full evaluation The evaluator then returned on 
October 18 for five weeks of field work concludmg on November 24,1998 

The heart of the evaluabon was a senes of structured mterv~ews carr~ed out m the field 
w~th beneficiary groups and md~v~duals representatwe of the major components of the 
project, m a d y  URNG and PMA ex-combatants The mterv~ews gathered feedback on 
program unplementat~on and Impact, levels of social and economc v~abil~ty and 
beneficiary sat~sfact~on, and capacity development as a consequence of traming, 
productwe enterprise assistance, mst~tut~onal outreach efforts and follow-up problem 
solvmg on the part of unplementmg agencles The evaluat~on also carr~ed out mterv~ews 
of mst~tut~onal actors, headquarters and field staff, to capture feedback on operational 
success factors mcludmg pol~t~cal, pol~cy, techca l  and resource constramts, tact~cs, 
coordmation, and problem solvmg efforts The exerclse further c m e d  out an exhaustwe 
review of project documentat~on mcludmg reports, correspondence, evaluat~ons and data 
m general from OTI, the USAID Mss~on, the International Office of M~gration (IOM), 
other donors, the Spec~al Incorporat~on Commss~on (CEI), the Government of 
Guatemala (GOG), the Fundac~on Gu~llermo Tonello (FGT) and other sources 

The exerclse commenced vvlth field mterv~ews on October 19 (See Appendur D, V ~ s ~ t s  to 
F~eld and Project S~tes), whch lasted off and on for the followmg four weeks Thls was 
not the o n p a l  plan, whch would have wrapped up this port~on more qu~ckly, but the 
schedule was d~srupted by the passage of Humcane Mitch over Central Amer~ca on the 
weekend of Oct 3 1, prec~sely m the mddle of the field port~on of the effort, which 
caused several days of down t~me  for both field travel and mst~tutional v ~ t s  A number 
of mam roads were rendered unpass~ble, and for two days followmg the storm the 
Government declared a nat~onal emergency, shut ~tself down except for relief efforts, and 
told everyone to stay home 

Throughout the effort the team kept m close touch wth OTI's Res~dent Representative m 
Guatemala, Mr Dawd Gould, as well as the program fundmg partner, the Umted Nat~ons 
Development Program, wth  whch the team met three t~mes over the penod The team 
also met and compared notes wth  a second evaluation team contracted by the UNDP to 
carry out a revlew of the performance of the project m the context of the operat~on of the 



Special Incorporation Commission and was able to verify that the two evaluations were 
basically on the same wave length and c o m g  up with slmllar conclusions, albeit from 
different angles This evaluation also covered somewhat more territory than the other m 
that it also dealt with the Mditary demob~lization assistance effort and other supportmg 
activltles not specifically touched by the by the UNDP exerclse which was more 
narrowly focused on the CEI and pollcy questions associated wlth program management 
and implementation 

The evaluation d ~ d  not carry out a sample survey of beneficiaries, which the UNDP was 
planrung on contractmg m the case of the PIP program It opted rather to gather a 
comprehensive array of mpresslons from basically all sources, both on the beneficiary 
and unplementation sides of the program, m an attempt to develop a comprehensive 
plcture of what had happened and why for the purpose of drawrng lessons from the 
experience and determmmg the degree to which the program had effectively met its 
objectives The exercise also attempted to determme the degree to which effective 
mcorporation had actually occurred 

The level of effort for the exercise was two people for five weeks m Guatemala followed 
by another three weeks of drafhg and editmg m the U S In terms of numbers, the team 
met wth  a total of approximately 60 beneficianes from the Unldad Revolucionaria 
Naclonal Guatemalteco (URNG) ex-combatant membership m varymg degrees of depth 
mcludmg the dispersed, halfway house and cooperative farm sub-groups along wth  
another 13 ex-mlitary police members and 10 more from Communities of Populations m 
Resistance (CPR) The team also had contact with a considerably larger group through 
attendance at vmous PIP workshops m different locations In Institutional Interviews m 
both the field and the capital, the team met wlth another 60 officials and staff from 
mstitutions mvolved m the program at vmous levels mcludmg the GOG, mternational 
orgmzations, the US Government, the FGT, and the Pnvate Sector 

The team believes it captured a comprehensive picture and sampled a sufficiently wde 
clrcle of opmon to be able to draw valid conclusions on the plammg and conduct of the 
program as well as success factors and lessons learned for purposes of improvmg OTI 
and donor responses m the future to s~mlar  post-conflict situations 



A The Road to peace1 

Some background on the Guatemalan confl~ct, the evolution of the Peace Accords and the 
atmosphere at the tme  IS mportant to an understandmg of the contextual framework 
w ~ h  whlch the demob~l~zat~on program was carried out The pmc~pal  stakeholders in 
the program at all levels are products of then own h~story and are cond~t~oned by 
att~tudes formed through decades of mteraction w~th powerful soc~al, economlc and 
polit~cal forces as well as the mil~tary confl~ct of the precedmg 35 years 

1 The Peace Accord Scenar~o 

The road to peace m Guatemala was long and tortured It began m the rmd 1980s 
followmg a penod of brutal State sponsored mlitary repression m the late 1970s and 
early 1980s resultmg m the flight of thousands of non-combatants mto the mountams and 
to Mex~co and the creat~on of isolated "comrnutllties of populat~ons m res~stance" 
(CPRs) * Tlus had been preceded by contmumg low mtensrty struggle by guenlla forces 
smce 1960 and was destmed to last for more than another decade, until 1996, over 35 
years of armed confl~ct m the countrys~de 

Trans~t~on to peace began m the md-1980s w~th  a new const~tut~on, the elect~on of the 
first democrat~cally elected civ111an President m over thrty years (Vemc~o Cerezo), and 
new measures to assure pol~t~cal plural~sm and personal libert~es The peace process 
Itself commenced w~th  the Accord s~gned m May 1987 at the Esqwpulas I1 meetmg of 
Central Amencan Pres~dents whch set forth a serles of steps to acheve peace across the 
regron The Accord called for nat~onal reconc~hat~on, an end to armed host~l~t~es, the 

- 
I T h ~ s  secbon is drawn from the follovmg sources a) Umted Nations Venficatron Mssion m Guatemala, 
"Agreement on the Basis for the Legal Integrabon of the Umdad Revolucionana Nacional Guatemalteca", 
Dec 12, 1996, b) Holiday, Davld, pp 68-74, "Guatemala's long road to Peace," Current History, February 
1997, c) World Bank and the Carter Center, "From Clvil War to Clvil Society - The Transition ftom War 
to Peace m Guatemala and Libena", July 1997, d) Comsion Especd de Incorporacion, "Demobi1ization of 
the Guenlla m Guatemala," Oct 1997, e) Rhodes W~lliam Stacy, "Peace m Central Amenca, Peace m 
Guatemala, How Long can it Last?", presentation to the Tucson Council on Foreign Relahons, June 1998, 
and mterviews wth Hector Morales, Secretary, SEPAZ, and Eduardo Agurrre, SEPAZ representative to the 
CEI and responsible for management of remcorporation programs for the Government of Guatemala, 
November 1998 
2 The CPRs exist to t h s  date and were assisted by th s  program See Chapter IV, Section A 2 e 

Although the conflict m quesbon commenced m 1960, it had been preceded d m g  most of b s  century 
by repeated penods of repression, social fragmentation and polamahon, mcludmg widespread physical and 
human destruction, under more than thirty different governments (1 5 of whch were Mhtary Juntas) 
World Bank and Carter Center, pp 1-2 



democratization of government structures, fiee and open elections, and an end to external 
support to irregular forces 

As a consequence of the Esquipulas Agreement, a Committee of National Reconciliation 
was formed and pnvate talks began with URNG commanders livmg m Mexico city 
Neither President Cerezo nor h s  successor, President Jorge Serrano, however, were able 
to make much headway due to skepticism by the URNG and civil society m general 
Both were perceived as corrupt and reflectmg elite mterests The process moved forward 
m fits and starts over the next few years m a penod characterized by political mstability 
and economic stagnation, mcluding an unsuccessful Fujimori style "self coup" attempt 
by President Serrano which provoked a powerful pro-democracy opposition movement 
among leaders from public, pnvate and academic sectors Pres~dent Serrano dld manage 
to create a Peace Commission (COPAZ), m 1991, whch agreed with the URNG m April 
of that year to begm settmg negotiatmg parameters 

It wasn't until 1994 that a senous negotiation process began, however, under the 
leadershp of President R m r o  de Leon Carpio, who had been elected m June 1993 to 
%sh out Serrano's term (dnven mto exile followmg the "self-coup" attempt) Leon 
Carpio, known for honesty and support for human rights, had more credibility than h s  
predecessors and pursued the peace process relentlessly By January 1994, he had 
secured a "Framework Accord" with the URNG which established a process and defmed 
subjects to be negotiated pnor to an end to the conflict By the end of March 1994 a 
calendar and items to be discussed were agreed upon between the URNG and COPAZ, 
and the first actual accord, on Human hghts, was signed by both parties At tlus pomt 
the United Nations was requested to send a Venfication Mssion, MINUGUA, to 
Guatemala which is still m the country today momtomg compliance with Peace Accords 

Three adhtional accords followed under the Leon Carpio government m June 1994 and 
March 1995 mcludmg resettlement of rekgees and displaced peoples, the creation of a 
Histoncal Clmfication "truth" Commmion, and the Accord on the kghts and Status of 
Indigenous Peoples It was left to the current President of Guatemala, Alvaro Arm, 
elected m late 1995, to conclude the process mth the Socioeconomc and Agranan 
Accord signed m Mexico m May 1996, followed by the Accord on Civil Authonty and 
the Role of the Army m a Democratic Society m September, a particularly important 
reform agenda for the mlitary, legislative and judicial branches of government A de 
facto cease fire whch had been m effect dumg most of this period was subsequently 
formallzed m Oslo on December 4, followed m rapid succession by a constitutional and 
electoral reform accord m Stockholm, a remsertion agreement m Spam, and the Fmal 
Accord for a F m  and Lastmg Peace signed on December 29 m Guatemala City, endmg 
the longest civil war m Latm Arnencan history, with the possible exception of Colombla 

2 The Accords and Objectwes of the Incorporat~on Process 

The accords, 10 m all, mcludmg some 442 comnutments, marked a political and policy 
breakthrough and provided a national reform agenda on whch the mternational donor 
cornmmty could base a senous response In effect they constituted " an action plan 



for the pol~t~cal, economlc, soc~al and cultural development of Guatemala "4 Together 
they called for a "profound restructurmg of the state" mcludmg reform of the mhtary, the 
nat~onal pol~ce and the system of just~ce, tax and fmanc~al management, a major 
expansion of soc~al servlces (espec~ally health and educat~on) to vulnerable groups, and 
pol~t~cal and soc~al mclus~on and respect for the nghts and trad~t~ons of all Guatemalans 

W I ~ ~ I I I  three weeks followmg the s~gmng of the fmal accords a Consultatwe Group 
Meetmg on Guatemala was held m Brussels The Arzu admm~strat~on made an 
lmpresslve presentat~on of a "full fledged peace program", and there was an outpourmg 
of pledges of fmanc~al support totalmg almost $2 0 b~l l~on for the four year penod 1997- 
2000, mcludmg the Umted States through USAID w~th $250 m~lhon The elements were 
m place for an accelerated reform and development program desperately needed by a 
country beaten down for decades by clvd stnfe, economlc stagnat~on, and severe to 
extreme poverty on the part of the vast rnajonty of ~ t s  clt~zens 

Of most relevance to the Demobll~zat~on Program was the Agreement on the Bas~s for the 
Legal Integratlon of the Un~dad Revoluc~onaria Nac~onal Guatemalteca (URNG), slgned 
m Madnd on December 12 It set forth the phases of the process, m t ~ a l  mcorporat~on 
(mcludmg "emergency" dernobll~zat~on and msert~on stages), and fmal or "defimtive" 
mcorporat~on The tunetable was specified - demobllizat~on date or "D" to D+60 days 
for the demoblhzat~on or cantonment stage, D+60 plus one year for "In~tlal 
Incorporat~on", and "Dehtive Incorporat~on" thereafter The Accord further l~sts 
objectives and pmciples whch seek to "create the best possible condlt~ons for the 
mtegrat~on of URNG members mto the legal, pol~t~cal, soc~al, economc and cultural l~ fe  
of the country, m secmty and d l p t y  and to prov~de URNG members, part~cularly 
former combatants, w~th  the necessary support to consolidate thev mtegrat~on "' 
The Agreement requ~red the establ~shment of a Specla1 Incorporat~on Comm~ss~on (CEI) 
whch would be respons~ble for coordrnatmg the mcorporat~on program and for talung 
decmons on the allocat~on of fundmg to ~ t s  contmgent programs and for ralsmg techn~cal 
and financ~al resources The comrmsslon was legalized by Government accord on 
January 28 and was establ~shed and operatmg at the hme of commencement of the In~t~al  
Incorporation Phase on May 3, 1997 Fmally, m order to assure full partlclpat~on by 
beneficlanes m the des~gn, execuhon and evaluat~on of projects and programs concemg 
them, the Agreement called for the estabhshment of a "Foundat~on" for mcorporatlon 
whch was to be dvectly mvolved m the vanous stages of the mtegrat~on process Th~s  
resulted m the creatlon of the Fundac~on Gu~llermo Tor~ello (FGT) whch has represented 
the URNG and ~ t s  members throughout the program m the CEI and w~th  the donor 
cornrnunrty m general The Foundat~on was legally establ~shed on Aprrl4, 1997 

USAID Mtssion to Guatemala, p 1,  USAIDfG-CAP Special Objective - The Peace Program, 1998 
Ibid , p 1 
Rhodes, p 9 
' Umted Nabons Venficahon Msslon m Guatemala (MINUGUA), "Agreement on the Basis for the Legal 
Integratlon of the Umdad Revoluc~onana Naclonal Guatemalteca, Dec 12, 1996 



B The Atmosphere at the T ~ m e  of the Accords and Initiation of the 
Demobilizabon Program 

For an understandmg of the dynarmcs of planmng and execution of the demobilization 
program it is mportant to have a feel for the situation and atmosphere surroundmg fmal 
negotlatlons and program lrutlatlon These also relate to what mlght or mght not have 
been possible to resolve prlor to settmg m place the pollcies and practices of the pmclpal 
mstltutlonal mechmsms and actors m the process 

Fust, on the URNG slde, there was an urgent concern for securlty arrangements and 
extreme susplclon The focus of the URNG d ~ d  not mclude such thmgs as technical 
mtegnty, or equity concerns m benefit dlstnbutlon, or effectwe mformatlon shamg or 
transparency Rather lt was concerned wlth protectlon of forces dumg the hlghly 
vulnerable cantonment process - both mto and out of the camps In dealmg with thls 
concern, Presldent Arzu gave hls personal guarantee of protectlon for exposed guer~lla 
forces and thelr famllles m the mountalns durmg the precarious perlod followmg the 
Cease Fue until D day, whch ended up bemg March 3, 1997, at whlch pomt the guerillas 
were to commence deployment to the demobillzatlon camps The Guatemalan mil~tary 
also played a key role d m g  h s  penod, whch it executed wth sensitlvlty and 
mtelligence, m terms of developmg and honomg a relatlonshp of trust wlth URNG 
commanders Nevertheless, startmg m early December 1996, negotlatlons and events 
leadmg to the cantonment phase were tense m the extreme and had to deal with a host of 
d~fficult loglstlcal and secunty Issues 

On the Government slde, there was frenetlc actlvlty d m g  thls penod, as a capable team 
of GOG negotiators and managers dealt wlth horrendous polltlcal, economc, logistical 
and tune constramts m order to finallze demoblllzatlon terms and detalls wlth the URNG 
and prepare arrangements deployment to the camps The sltuatlon had been made 
considerably more d~fficult thanks to a polltlcal ludnappmg m October by an urban 
guerllla cell of an 86-year-old woman belongmg to one of Guatemala's wealthlest 
famhes, one that had been supportive of Presldent Arm Thls was eventually resolved 
through an exchange for one of the ranlung URNG commanders But lt served to 
temporarily set back the peace process and made for an mcrease m tenslon on both s~des 
at precisely the wrong moment Further, any hope of mvolvmg the pnvate sector m the 
program at the tune was probably dashed by this ill-advlsed move Fmally, the job of 
fmdmg land and negotlatmg space for eight separate camps was equally difficult 
Government officials charged vvlth the job had to deal with over 35 different landowners, 
many m remote locations, before final arrangements for the sltes could be concluded 
Thls mvolved a frenetic process of non-stop travel m the mtenor from farm to farm to 
engage m the most dlfficult of negotlatlons A typlcal response from a farm owner at the 
tune was, "These people have been lullmg my cattle and ludnappmg my famlly and now 

T ~ I S  secbon is drawn mamly fiom mtmews wth principal GOG officials lnvolved dunng this penod 
lncludmg Presidential advisor Rcardo Stem, and Hector Morales, Eduardo A g w e ,  and Alvaro Colom, all 
of FONAPAZ at the time, in addtion to the Holiday article 



you want to put them m my back The price that was paid was reportedly heavy, 
m time energy and money 

C The Donor ~ e s ~ o n s e ~ *  

The major donor response to the Peace Accords m terms of substantive pledges came at 
the Brussels meetmg of the Consultative Group m January 1997 By early December, 
however, a workmg group of four donors (the "Group of Four") had come together to 
prepare for the cantonment and demobilization phase of the program mcludmg USAID, 
the Umted Nations Development Program (UNDP), the European Umon (EU) and the 
Orgmzation of Arnencan States (OAS) There was mtense cooperation w i t h  the group 
and with the Government m the plannmg and countdown to D day A key planrung 
meetmg of the URNG, donors and GOG agencies was held m Mexico m the second week 
of December This successful gathermg whch dealt, among other thmgs, with 
institutional roles, commitments and assignments, helped to set the tone for an emergency 
effort which can only be descnbed as amazrng m terms of the quality of performance and 
coordmation by participatmg entities, mcludmg the URNG, GOG and donor agencies 
USAID (Mission and OTI) played an mportant leadershp role m this meetmg, whch the 
mam GOG protagomsts remember with smcere appreciation (See followmg section ) 

In Mexico and subsequent weekly sessions it was agreed that UNDP and USAIDIOTI 
would handle camp preparation and construction together wth FONAPAZ EU was to 
contnbute and manage food distribution, and the OAS would provide basic 
education/literacy and civic onentation t r a m g  m the camps Also at t h s  early stage 
IOM was brought m as the executmg agency for the jorntly financed USAIDIOTI-UNDP 
side of the effort IOM was asked to play this role based on pnor outstandmg experience 
with the USAIDIOTI funded demobilization program m Haiti, and key personnel from 
that program jomed the Guatemala staff 

Several other donors also played key roles at t h s  stage, most notably the Sparush, 
especially the Sparush Red Cross, whch worked tnelessly m the camps to mamtam 
needed services Norway also made a substantive contnbution through UNDP toward 
camp construction 

It should be noted at this pomt that the level of trust and cooperation among the mam 
players, donors, mplementers and GOG was of a level t h s  evaluator has not observed m 
other settmgs More on this later, but a major findmg can be stated at the outset, that the 
agencies mvolved and the program were blessed with a w q u e  set of special people at the 
helm, who were comrmtted more to the mportance of then mssion and the need get a 
quality job done fast than to then- own rnstitutional or personal Interests On t h s  pomt 
there is wversal agreement m Guatemala 

- - 

I n t e ~ e w  wth Alvaro Colom, Former Director, FONAPAZ 
'O Thls secbon is drawn from mterviews wth former FONAPAZ offic~als mvolved at the tune along wth 
donor representabves fiom UNDP and USAID mcludmg OTI Semor Advlsor and program manager, 
Johanna Mendelson, and field consultant, Charles C "Chuck" Brady, charged urlth p l m n g  and managmg 
the logistical and construcbon effort for the cantonment phase 



N THE PROGRAM - HISTORY AND IMPLEMTATION 

A The Emergency Phase - Dernoblllzahon and the camps1 

The USAIDIOTI effort commenced m November 1996 with discussions with the GOG 
and other mternational orgamzations on the scene regardmg the lmrnediate needs of 
Peace Accord implementation m the areas of demobilization and remcorporatlon of the 
URNG and a downsized Guatemalan military Early mterest and commitment was 
expressed by Mr kcardo Stem, Chief of Cabmet at the tune to President Arzu, with the 
objective of havmg a quick-impact program available immediately after the Accords 
were to be signed on December 29, 1996 

Shortly thereafter an assessment scope of work and field team was pulled together by the 
OTI consultant contracted for the assessment and planrung effort Late November 
assumptions for the emergency program mcluded 8 orientation centers, populated by 
approxunately 2,700 former URNG combatants, geographcally spread out m difficult 
terram, a complete absence of mfiastructure on the sites, and the need for an mtensive 
program to prepare the ex-combatants for viable reinsertion mto Guatemalan society 
The tune allowed for the requlred assessment, team buildmg, planrung, design, and 
construction effort to be carned out (approximately three months) was unpossibly short 
by any reasonable standard 

In early December the Group of Four came together (USAID, UNDP, OAS and the EU) 
m an ongorng workmg group They met daily most of tune m dealmg with the multitude 
of needs that had to be addressed prior to "D day" (guenlla deployment to the camps) 
which was to occur w i t h  90 days followmg the signrng of the Accords USAID and 
UNDP, m tight collaboration, provided effective leadership for ths  group * Also, early m 
the month a collaborative relationship was established with the Guatemala office of the 
International Office of Mgration (IOM) OTI had earlier requested assistance of IOM 
officers expenenced m the Hati demobilrzation program It soon became clear that IOM 
was far and away the best alternative as an orgamzational vehcle for program 
lrnplementat~on given its uque ly  appropnate mx of expenence, slulled personnel, 
mstitutional flexibility and commitment to the cause of effective demobilization An 

Much of this matenal is drawn &om mtervlews and workmg papers supplled by Chuck Brady, OTI 
consultant responsible for camp planmng and construction Other sources mclude the CEI publ~cation, 
c'Demoblliza~on of the Guenlla m Guatemala", Oct 1998, and a number of other mtervlews mth key 
mdwiduals involved at the tune such as Dr Johanna Mendelson, Mamcio Valdes, Dlego Beltrand, Rcardo 
Stem, Hector Morales, Eduardo Aguure, Alvaro Colom, Fernando Calado and (See Appendur A, 
Intew~ews) 
* The key actors m this leadershp effort were USAID Deputy Msslon Dlrector, Leticla Butler, Chuck 
Brady, and Mamcio Valdes, Program Dlrector for the UNDP m Guatemala at the tune 



understandmg was also quickly developed between UNDP and USAIDIOTI to co-finance 
the program on a 50150 basis through IOM 

Durmg December needs were defined and budgeted, and a mfied plan was formulated 
under whch cooperatmg agencies could brmg their respective technical and financial 
resources to bear m a way that accommodated each participant's mterest, restnctions, 
expertise and resources At the same tune an extensive coordmation effort was carried 
by USAID/OTI and the UNDP with the GOG, malnly with FONAPAZ, (National Peace 
Fund), whch had been set up m the early days of the Peace Process to deal with needs of 
refugees and repatriated groups FONAPAZ took the lead at the tune for the Government 
on all matters related to plannmg and implementation for the cantonment phase and 
worked tirelessly with the donor group on mi?astructure needs of the camps, site 
negotiation and other related requirements 

R 

An Informal workmg group soon evolved consisting of USAID/OTI, UNDP, IOM and 
FONAPAZ, along tnth the UN Verification Mssion m Guatemala, (MINUGUA - 
responsible for oversight of the Peace Process including demobilization) On the 
Government side, a Logistical Support Commission was established on December 18, 
under the terms of the Peace Accords, to coordmate the countdown to D day in terms of 
camp preparation The Comrmssion mcluded the URNG, FONAPAZ, the Presidential 
Peace C o m s s i o n  (COPAZ), and the National Comss ion  for Attention to Repatnated, 
Refugee and Displaced Persons (CEAR) along with representatives fiom the Group of 
Four It was lead by MINUGUA A logistical assessment was also c m e d  out early m 
the month by the UN Peace Keepmg Department (UNDPKO) whch mcluded the OTI 
consultant Fmally, on December 20, a Government Commission was formed to resolve 
land use issues and address off-site mfiastructure needs 

As can be seen, the complexity and rapid-fire nature of the mshtutional networkmg and 
commmcations that had to occur for successful plannmg and execution of the camp 
phase of the program would have been a huge challenge at best for any unplementmg 
group Fortunately, the level of dedication, agility and flexibility of key persons fiom 
each mstitution was such that it all worked m terms of hghly articulated and 
complementary orgmzational roles along mth truly extraordmary performance by all 
mstitutions mvolved %s requlred a level of excellence m comrn~cat ion and 
coordmation almost unheard-of m such situations 

On the first of January, 1997, preparation of detailed plans, specifications, and site 
adaptation plans began on an emergency basis The fol lowg partial schedule is 
illustrative of the fire drill nature the effort m January and February which requlred the 
best that all partxipants had to offer 

- Jan 1 - begm preparation of detaded plans, costs, specs for on-site d-astructure 

Brady, Memo of December 23,1996 
Intervlews with most of the key personnel at the tme includmg Chuck Brady, Mamcio Valdez, Letma 

Butler, Alvaro Colom, Hector Morales, Eduardo A w e ,  Diego Beltrand (See Appendix A, Intervlews) 
* Brady memorandum of February 27,1997 



- Jan 6 - open biddmg for off-site mfiastructure (Tuluche, Los Blancos, Sacol) 
- Jan 14 - complete plans, costs, specs for on-site mfiastructure 
- Jan 4-14 - establish biddmg procedures for on-site mfiastructure 
- Jan 14 - receive offers for off-site mfiastructure 
- Jan 15 - open biddmg for on-site mfrastructure 
- Jan 17 - award contracts (off-site mfiastructure - complete construction m 3 weeks) 
- Jan 20 - receive bids for on site infrastructure 
- Jan 20-23 - evaluate bids, award contracts, commence construction supervision 
- Feb 7 - complete off-site mfiastructure 
- Feb 9 - complete on-site mfiastructure at Las Abejas and Mayalan 
- Feb 23-28 - complete on-site mfiastructure at Sacol, Tzalbal, Tuluche, Los Blancos 

There were eight camps m all at the followmg sites 

Sacol m the Peten 
Mayalan m hcan, El Quche 
Tzalbal m Nebaj, El Quche 
Tuluche I and 11 m Quiche, El Quche 
Las Abejas m Quetzaltenango 
Clauda m Ecumtla 
and Los Blanco m Taxisco 

Together the camps were designed to hold 3,000 plus ex-combatants Each camp had 55 
to 60 structures mcludmg command posts, warehouses, sleepmg areas (combatants plus 
farmlies and camp staff), recreabon facilities, librmes, day care shelters, latrmes, sanitary 
facilities, lutchens, d m g  areas, and multipurpose rooms Separate contracts also had to 
be let for electncal services and camp mamtenance The exercise was made yet more 
difficult by heavy rams m the northern Departments, especially m the Peten, through 
most of the January-March penod Further, each camp had to be constructed m a manner 
consistent with the cllmate and conditions of the region m which it was located In the 
highlands, for example, walls were made of wood with zmc sheets for roofing, while m 
coastal regions walls were replaced by curtams to allow cross ventilation The buildmgs 
were designed to be m a 1  and functional, and m keepmg with the Peace Accords, 
"austere and d ipf ied  '" In all, 26,000 square meters were constructed, whch doesn't 
begm to do justice to the complexity of the job, mcludmg off-site mfiastructure 

Anyone expenenced m construction contractmg would look at the above schedule m 
disbelief But this was only half the story Sites had to be selected and negotiated on the 
same fienetic basis, as referenced earlier, and the camps had to be furnished7, staffed, and 
plans prepared for management of food, health care, utilities, and other services The 
construction supervision job alone requued round after round of site visits whch kept 

Brady memorandum of March 8,1997 
' Illustrative of the nature of the situation, a few days before the camps were to open, after exhaustmg the 
all sources of supply m Guatemala for cham, an IOM logstics specialist had to fly to El Salvador on an 
emergency procurement mssion He accompamed the cham back to the camps m the mck of tune 
Interview wth Oscar Sandoval, IOM 



OTI, IOM and key members of the Logistical Support Commission constantly m 
helicopters and scramblmg through an endless strlng of 15 hour days 

Total costs of camp construction came to approximately 426 4 million, or about $4 5 
million at the exchange rate of the tune, of which USAIDIOTI covered $1 1 rmllion 

In another example of extraordmary coordmation and trust, fhdlng for construction had 
to be advanced by FONAPAZ, because fundmg from USAID did not become available m 
the form of the grant to IOM until March 7 FONAPAZ was subsequently made whole 
through an donna1 arrangement, meticulously managed, under which UNDP advanced 
funds supplied by Norway (m an early unconditioned grant) to IOM which were 
eventually replaced by correspondmg USAID funds on IOM's books m order to achieve 
the 50150 balance agreed upon between the two donors It was a relationshp among 
partner agencies on both the donor and Government side which required the hghest level 
of trust, slulled management and transparency 

Other members of the Group of Four performed exemplary roles as well along with other 
donors and Government Agencies An effective workmg group was set up, for example, 
among USAID, the Umted Nations Wgh Comss ion  on Refugees (UNHCR), CEAR, 
the European Umon (EU), UNDP and IOM to develop the Camp Adrmrustration and 
Management Plan htially there was strong debate as the GOG and the URNG staked 
out positions that were far apart and unworkable In subsequent meetmgs these issues 
were effectively resolved through persistent negotiation, drawmg heavily on the 
diplomatic slulls and mtelligence of the prmcipal mstitutional actors 

With respect to Camp Management and Orgamzation, responsibilities for each site were 
assigned as follows The UN Peace Keepmg Force (UNDPKO), or the Blue Berets (a 
155 person umt whch started m v m g  on February 15), was tasked with liaison with both 
URNG and Armed Forces commands m the area, momtomg observance of the cease 
fire, patrollmg the demlitanzed zone surroundmg the camp, receivmg arms, verification 
of personnel, issuance of mtial identification cards, vlsitor control and patrol of the area 
The URNG was charged wth  camp command and operations, camp secmty, 
mamtenance of order, and upkeep of grounds and facilities Fmally, the mternational 
commumty had the responsibility for provision of program services related to health (Pan 
Amencan Health Orgamzation (OPS)), education (OAS), documentation (UNHCR), food 
(EU), and evaluations and onentation sessions (OAS/IOM) leadmg to the development 
of profiles requlred for plannrng post demobilization mcorporation activities A 
contmgent of the Spamsh Red Cross whch m v e d  m late February was deployed as well 
to the camps where they jomed the UNDPKO and URNG commanders as a team to assist 
m venfication, camp management, demobilization and pre-mcorporation activities 

On February 23,1997, the day when the camps were to open ("D day"), was established 
as March 3 All other matters thereafter were defined m terms of D day plus days or 
months dependrng on the trmrng of the event D plus 60, or May 3,1997, was established 

8 p 14, Common Especial de Incorporation, "Demobilization of the Guenlla m Guatemala", Oct 1997, 
and p 1, USAIDIOTI, "Summary of USAIDIOTI Investment m Guatemala," Sept 28,1998 



as the end of the emergency phase of the program and the commencement of "Initial 
Incorporation", by which pomt the camps had to be vacated and the ex-combatants sent 
to either fmal or provisional destmations 

On March 3 guenllas started flowmg rnto the camps with the bulk arrivmg by the middle 
of the month The exit schedule from the camps to final or temporary destmations was 
established rn a phased scenano m g  from late Apnl (D+43) to May 3 @+60) Thus, 
the marn activities of the camps took place over slightly more than a one month period 
fiom mid-March to mid-April The shortness of this period, although considered 
desvable at the time, was to surface later as a constramt m terms of the t ~ m e  needed for 
adequate assessment, orientation and trammg of the URNG cadre affected 

Durrng then tune m the camps, URNG ex-combatants passed through a whirlwrnd of 
activity whch kept them totally busy, out of trouble, relatively happy and m good health 
A number mterviewed look back on penod with a certam nostalgia They had little 
to worry about at the moment Their immediate needs for rest, food, shelter, health 
services, and recreation were effectively addressed They were orgamzed, surveyed, 
documented, and tramed m a hghly efficient team effort by the mternational community 

Pnor to the openlug of the camps, cornmencmg on February 22 and endmg on March 1 1, 
the OAS (with USAID and UNDP fundmg through IOM) carried out an excellent 35 hour 
tralrung program m participatory style with 127 "promotores educativos" selected from 
the more expenenced and educated URNG demobilized cadre The trarnmg prepared the 
students to provide mitial tralnrng m civic formation, literacy and vocational orientation 
IOM prepared and supervised the vocational part of the course Education materials and 
detailed guides were provided by the OAS tramers for the sessions to come m the camps 

By all accounts this trammg was outstandrng m quality, although too short Most of the 
tramees were between the ages of 16 and 20, 85% were men, 72% had an mdigenous 
language as their mother tongue, and 11 % had attended no school at all, but had learned 
to read dunng the conflict Another 20% had a thud grade educat~on, and 29% had 
completed the sixth grade A great deal of attention was dvected to mter-active teachmg 
methodology and the need to focus on vocational options and livel~hood possibilities for 
the ex-combatants as a whole They were also constantly evaluated and counseled It 
was recogmzed that they would need considerable assistance d m g  the cantonment 
phase m order to adequately Impart the material for which they had been tramed 

The t r a m g  activlty m the camps commenced on March 20 hubally tramees were 
grouped m two sections by level of literacy and schoolmg T r a m g  mcluded basic 
education and "homologacion~' or validation by the Mlnlstry of Education as to studies 
realized whch were venfied through national tests for the thud grade, sixth grade and 
hgh  school The second phase of the trarnmg was devoted to vocational orientation In 
all cases, supervision and assistance for the trammg was coordmated effectively among 

Lack of formal education is not necessarily a vahd mhcator of literacy or ability to master and teach 
academc matenal m the context of the Guatemalan guenlla See Footnote # 14 



OAS and IOM techclans, URNG education coordmators m each camp, the Spanlsh Red 
Cross, and MINTJGUA personnel 

T r a m g  sessions were dynamc and charactenzed by "learn by domg" concepts and 
actlve teachmg methodologies wth heavy student participation Methodology and 
tunetables were moddied as needed based on experience and emergmg constramts The 
most senous problem was the lack of tune to more fully develop the subjects at hand It 
was further determmed that the real payoff to the effort would come w~th follow-up 
t r a m g  m places of destmation of the ex-combatants, with more time to fully address the 
needs m each area A general profile of job preferences was captured through this 
process whlch mdicated that the vast majority of beneficiaries wanted to work m service 
mdustnes (most wantmg self-employment) mth agrrculture, livestock and commerce 
follourlng m that order lo 

Also dumg the cantonment phase, beneficiaries were documented and provided wrth 
permanent ID cards by UNHCR and surveyed by the URNG which established an mitlal 
profile of the demobilized population Some of basic figures commg from this exerclse 
mclude the followmg 

URNG personnel m the camps 
Women 
Age 16 to 20 
Indigenous 
Illiterate 
Functional ilhteracy 
Literate, but no schoolmg 11 

Some level of schoolmg 
Professionals 
Unmarried or separated 

Upon conclusion of the cantonment phase and the departure of demobilized soldiers, the 
camps were broken down and distnbuted to some 124 neighbormg commumties, 
benefitmg over 90,000 mhabitants This was done on the basis of commumty petitions 
and agreements that matchmg contributions of labor would be made for needed works 
projects This was a hghly positwe move from a public relations standpomt and allowed 
a number of URNG members to offer matenal benefits to then commmties 
USAIDIOTI and the UNDP covered freight charges and the purchase of needed 
additional construction matenals usmg savmgs from the cantonment period Medical, 
dental and htchen equipment was donated to the new Fundacion Guillermo Tonello for 
use m halfway houses where demobilized guenllas havmg no lmrnediate place to go were 

'O Internatronal Orgmzatlon for Mgratron, "Componente Onentaclon Vocacional", May 15, 1997 
Interviews wth Raul Rosende, OAS, and Francisco Ureta, Tramg Coordmator, IOM 
" The evaluatron team mtervlewed one of these at the Peten Cooperatwe Farm He was totally self-taught, 
havmg grown up m the mountams wth guenlla forces, but had acheved an extraordrnarrly hgh state of 
acadermc understandmg, was an officer among the ranks, and a key member of the board of du-ectors of the 
cooperatlve 



sheltered on a temporary basis IOM supervised the restoration work in campsites to 
return properties to owners m orlgmal condition l2  

All m all, the camp phase was a smashmg success, and 1s so considered by the unlverse 
of mterviewed personnel l3 The evaluators agree with the assessment, especially wlth 
regard to plannrng and execution of camp construction and the remarkable degree of high 
quality coordmation and leadership provided by participating mstitutions On the other 
hand, additional tlme m the camps could have been productively utllized to address some 
of the serious plannrng gaps that followed as described m followmg sections 

B I n ~ h a l  Incorporatlon - URNG 

1 Implementahon Structure - the Instltutlons 14 

First, it is lrnportant to note that the Incorporation Program has been managed by a Co- 
Dlrectorshp arrangement consistmg of the GOG and the URNG (each actmg through lts 
representative rnstitutions as mandated by the Peace Accords) and advised by the 
International Donor Comrnuty wth  MZNCJGUA actmg as the official verifier The 
issues associated with co-duection are mmfold and discussed m later sections 

Second, before gettmg mto the detall of program mplementation, it is necessary to have a 
feel for the m q u e  set of mstitutions established to manage the rncorporation process 
The nature and functiomg of these mstitutions has Impacted heavily on the course of 
events and performance of program components The prmcipal entities m the Guatemala 
case are the Special Incorporation Cornmssion (CEI) and the Fundacion Guillermo 
Tonello (FGT), both mandated by the Peace Accords and both crucial to thelr 
lmplementation On the Government side, the two most important mstitutions are 
SEPAZ and FONAPAZ Fmally, IOM will be covered below m its role as the executmg 
agency for USAIDIOTI and UNDP 

a The Specla1 Incorporatlon Comm~sslon (CEI) 

The Special Incorporation Comrmssion (CEI) has played the dommant role as the mam 
mplementation coordmation vehcle for all programs m support of h t i a l  
Incorporation lS Its structure and how it operated is relevant to an appreciation of the 
political and structural constramts that confronted the program fiom its mception 

p 24, "Demobiliza~on of the Guenlla m Guatemala", Comsion Especial de Incorporacion, Nov 1997 
Th~s  was not a slmple or cheap task The properties had to be returned m the preclse condition m whch 
they were received, mcludmg gradmg to restore terram to ongmal configuration in some cases 
l3  Some of those rntemewed by the team now adrmt that the tune m the camps should have been 
considerably longer mcluding the FGT and European UmoflAREC staff There were pressures at the 
m e ,  however, whch precluded thls ophon (See Chapter VI) 
l4 This Sechon is drawn fiom a) Comsion Especial de Incorporacion, "Incoporacion", November 1998, b) 
Comsion Especial de Incorporacion, "Reglamento Intemo" February 1 1,1997, c) mterviews wth GOG 
and donor members, and d) rntemews wth  FGT officers and staff 

l5 The penod m question is fiom May 3, 1997, until Nov 3, 1998 Pnor to tlus penod, coordmatlon was 
camed through the worlung groups descnbed m the precedmg sectlon 



Virtually all important implementation decisions relatmg to the URNG mcorporation 
effort were vetted and coordmated through the CEI wlth the URNG Foundation (FGT) 
and the mternational donor commumty A major port~on of the time and effort of the 
USAID/OTI field representative, especially durmg the first year of the period, was 
dedicated to workmg with the CEI mechmsm m pursuit of needed unplementation 
actlons and decis~ons on the part of partner and counterpart rnstitutions Lessons can be 
drawn fiom the experience of worlung wth thls cntical body relatlve to the potential 
effectiveness of post-confl~ct unplementation and coordmation structures 

The CEI was adjourned permanently m late November 1998 at the end of its extended 
mandate The origmal mcorporatlon perlod, whlch was to last one year, was extended for 
six months at the conclusion of the first year of the program m May 1998 m order to 
effectlvely conclude a number of lrnportant activities still in process at that tlme It has 
now been succeeded by a bilateral workmg group (GOG/CTRNG) known as ECO for 
"Equ~po Coordmador," with a mandate to define and implement a follow-up, CEI-hke, 
coordmation mechmsm for the multi-year, defmitlve mcorporation penod, now mtiated 

In ~ t s  own words the Special Incorporation Comrmsslon (CEI) was formed to accompany 
Inltial Incorporation for the purpose of creatmg favorable condltlons and assurmg that 
projects contnbuted effectlvely to mcorporation wlth "secunty and dign~ty" as basic 
condit~ons for the reconciliation of Guatemalan soclety l6 It began operatmg under its 
mandate, the Government Accord of January 28, 1997, on D+60 or May 3,1997 

By regulation the Comrmssion was composed of three representatives designated by the 
Government, three fiom the URNG and four advlsory representatives fiom cooperatmg 
mternatlonal donor agencies MINUGUA was also asked to participate as observer and 
venfier The Comrmssion itself was to be represented jomtly by the GOG and the 
URNG Its prunary objective was to guarantee fulfilhent of the Inltlal Incorporation 
stage Its pmcipal functions mcluded the followmg l7 

- Coordmatlon of the mltial mcorporation program and declslon-malung concernmg 
financlal assignments for subprograms and projects under ~ t s  mandate 

- Mobilization of technlcal and financlal resources 
- Def~n~hon of adequate financial mechamsms, mcludmg the possibility of trust funds, 

m consultation with donors, to facilitate agile and effective compliance with program 
requirements 

- Nommation and coordmatlon of worlung groups wlth speclfic purposes and agendas 
- Coordmatlon with the Foundation for the Incorporatlon of the URNG, established m 

the Basis for Legal Incorporatlon Accord 
- Follow-up and mon~tormg to assure actlv~t~es respond to the pmc~ples and objectives 

of the Incorporation Accord 

'' p 1, Cormsion Especial de Incorporac~on, "Incoporac~on", November 1998 
" p 2, Corms~on Especial de Incorporaaon, 'Xeglamento Interno" February 1 1, 1997 



CEI was the only organization with the authority to make decisions relative to the Initial 
Incorporation Program It had a secretariat managed by a professional able to count on 
techca l  and financial support from SEPAZ The Secretanat prepared the agenda and 
produced the required memoranda for the record on resolutions taken by the body 

For the first year of the Incorporation Program the CEI met once a week for an average of 
four to SIX hours each and somewhat less frequently durmg the last six months The 
chamanshlp of the body alternated between the GOG and the URNG The prmcipal 
mternatlonal players attendmg mcluded USAIDIOTI, UNDP, the EU and MINUGUA 

The CEI unposed structure and order on the program, although lt was often not able to 
resolve basic dlsputes on program unplementatlon issues On the Government side, a 
strong team headed by hcardo Stem, Secretary, SEPAZ (The Peace Secretanat), assured 
solld leadership and expeditious declsion malung relatwe to necessary GOG actions m 
support of the program For the Foundation, the team headed by President Enrique 
Corral was aggressive m pursult of URNG mterests, but often not forthcoming for 
reasons that can be understood, if not condoned l 8  It succeeded m bloclung or severely 
delaymg a variety of program actions which requlred expeditious treatment m order to 
mamtam program momentum, mtegrity and succeed operationally (See followmg 
section on the FGT ) 

With respect to the donor cornmunrty, the CEI was an effective coordmation vehicle, but 
was not m a position to force compliance with program tmetables or terms on the part of 
donors requlred to operate withm restrictive policies of their respective governments In 
the case of USAIDIOTI and the UNDP, h s  was not a senous problem Both 
organizations exlubited extraordmary flexibility and agility m respondmg to the twists 
and turns of program direction requved by evolvmg events and positions taken by the 
Foundation The European Union, on the other hand, was not so fortunate, bemg forced 
by its own taxmg procedural requlrements to endlessly delay needed comrmtments and 
actions In an ideal world, it would have been preferable for the CEI to have had more 
leverage to requlre compliance with program mandates and timetables, once basic 
commitments were made by contnbutmg governments 

In summary, the CEI was emmently necessary and cntical to the success of mltial 
mcorporation programs Without it there mght well have been chaos, as there was m the 
Nicaragua case, for example, and to a lesser extent m El Salvador, where solid authorities 
and mechamsms for donor coordmation were not established 

b The Fundacion Gu~llermo Tonello (FGT) 

The Agreement on the Basis for the Legal Integration of the URNG called for the 
establishment of an "Integration Foundation" to assure "full participation by beneficiaries 

'' There are understandable reasons for the Foundahon's posibon and behawor on many issues faced m the 
CEI whch are explarned more fully In following sect~ons Bas~cally the FGT had to respond to competmg 
poht~cal forces w t l m  ~ t s  own leadershp whch often d ~ d  not allow it to act m an operahonally rat~onal 
manner 



m the execution and evaluation of projects and programs concernmg them" This 
resulted m the foundmg of the Funcacion Guillermo Toriello (FGT) which was legalized 
m February and commenced operations m May of 1997 

Throughout the h t i a l  Incorporation period, the Foundation represented the URNG m the 
capacity of "co-director" of the program and acted as such m dealmgs with the CEI and 
other implementing entities mcludmg the donor community It was a new and evolvmg 
orgamzation, still defmmg its strategy and buildmg capacity It claimed to be a both a 
policy settmg and executmg organization for the benefit of URNG membership, but was 
of divided opmon as to the political nature of its role and mandate 20 

The FGT fiom the begmmg struggled to maximze benefits to its membershp, mcludmg 
ex-combatants, political supporters, and returned "external structures" The ex- 
combatants, for the most part, comprised what is known as List A These were members 
who were still m active combatant status m the mountams at the tme of the Peace 
Accords Political supporters, or List B, were those who supported the cause m thelr 
communities and elsewhere, but who were not actual combatants List C lncluded 
URNG supporters (mcludmg some ex-combatants) who were out of the country at the 
tune of the Accords The Initial Incorporation Program, by and large, officially 
addressed List A, with some lmited exceptions This (the FGT position on the mclusion 
of Lists B and C) has been a contlnumg bone of contention between the Foundation, the 
CEI and its membershp, especially withm the USAIDIOTVUNDP program, which was 
designed from the begmnmg to deal only wth ex-combatants 21 

The other mam concern with the FGT had to do with its mstitutional capacity for 
program execution In terms of people, it appeared to have relatively strong leadershp, 
and its area chefs, for the most part, were qualified and committed It was weak at the 
lower supervisory levels, however, and stretched extremely thm for the geographc and 
sectoral areas it had to cover On the resource side, by its own a h s s i o n ,  its budget was 
tight and unable to cover flllfll~llum requrements m terms of people, operatmg expenses 
and basic a h s t r a t i o n  such as transportation, commutllcations, data management, etc 22 

l9 Umted NaQons Venfication Wssion m Guatemala, "Agreement on the Basis for the Legal Integration of 
the Umdad Revolucionana Nacional Guatemalteca, Dec 12, 1996 
*' In mterviews wth  management of the Foundation the evaluation team heard two somewhat differing 
positions on this pomt One vlew held that the FGT was not political, but that it did have to respond on a 
pnonty basis to the needs of those who had sacrificed the most in the struggle in the mountains as well as 
balance the competing Interests of different URNG fronts On the other hand, it was pointed out that by the 
nature of the situation it was a fact of life that the Foundation had to be political and should be accepted as 
such by those who would deal w th  it, mcludmg the donor cornmumty 
" Interwew wth  &cardo Stem 
22 The evaluation team tned repeatedly and m m t m g  to ob tm wntten matenals fiom the Foundation wth  
needed data and mformatlon But rece~ved nothmg, mdicating either an mability or unwllmgness to 
respond Further, both USAID and IOM mdxated that needed reportmg fiom the Foundation had been 
almost ml and that performance in terms of accountability, adherence to program operatmg comtments ,  
and execution m general had been sadly laclung The team was likewse able to observe thls in vwous 
settings m the course of field mvestigabon Informanon flow has been a major problem 



c Government ~ns t l tu t~ons*~ 

The two marn participatrng agencies of the GOG for the Incorporation Program were the 
Peace Secretariat (SEPAZ) and the Peace Fund (FONAPAZ) These organizat~ons 
served as prrncipal counterparts to both USAID/OTIiUNDP and the EU and together 
constituted the other "Co-Director" for the program together with the FGT 

Both organizations were of an "extraordmary budget" nature and reported to the office of 
the President Both were m lrne with "Modemzation of the State" pol~cies designed to 
create more responsive structures m response to reform, effic~ency and accountability 
requirements Both were legally able and pursued a policy of contractrng outside 
personnel when and where necessary, often on a consulting basis and at salary levels 
outside of official pay scales, m order to deal effectively with rap~dly evolvmg demands 

To utilize a USAID analogy, SEPAZ was llke the Program Office of a Wssion It 
mobilized resources, managed the budget, negotiated and approved programs and 
momtored performance agamst targets It did not act as an executrng agency 
FONAPAZ on the other hand, acted llke a combmation of Mission technical and project 
offices It had operational financial and techca l  resources at its hsposal and executed 
programs It also drew on other GOG agencies to complete the necessary resource 
package for complex undertalungs such as construction of the camps descnbed earher 

One charactenstic stood out m the evaluation team's research related to these 
organizations This is that they were blessed wth  uniquely qualified and motivated 
managers both at the top and m the middle ranges They were also mobile, hard workmg, 
and, by and large, optimstic The team found them to be open and forthcomng with 
information and pleased to put m the extra hours needed whether for program 
management or deallng wth  the evaluation team 24 The team also found them to be 
committed to malung government work In general they were understandrng and even 
handed when dealrng with lrnplementation issues posed by the Foundation and the 
URNG and expressed considerable sympathy for the growrng parns of the FGT These 
people and theu orgamzations appeared to be concerned most of all with mssion 
accomplishment, whatever the cost m time and effort 

d The Internabonal Organlzabon for Wgrahon @OM) 

IOM was the pmcipal executmg agency utilized by USAIDIOTI and the UNDP m the 
Demobilization/Incorporation Program m Guatemala As noted earlier, USAID 
requested IOM assistance m November 1996, based on prior experience with the Haiti 
demobilization effort, to assist with plannrng and preparations for the emergency phase m 
Guatemala USAID then agreed with UNDP, which also had a history of worlung with 
- -- - --- - 

23 Much of the matenal for tlus sectlon was drawn fiom an mtervlew wth  Lms Eduardo Escobar, currently 
wth  SEPAZ and formerly wth  FONAPAZ These observations are born out as well through a vanety of 
other mtervlews and observation of performance of these mstitutlons m the field 
24 For example, due to emergency commitments related to Humcane Mtch, the current SEPAZ secretary 
was not able to meet w th  us dumg the day He happily met wth  us in our hotel for two hours in the 
evemg after a horrendous day, however, m order to assure we had what we needed 



IOM m Guatemala and elsewhere, to utilize the orgamzation as the operational vehicle 
for program management There were good reasons for this IOM was highly 
expenenced m the busmess of assistmg with the resettlement of displaced peoples, not 
only m Guatemala, but m many other countries around the world mcludmg several m 
Latm America with expenence dnectly relevant to the Guatemala situation It also had 
an excellent previously established relationship with the principal executmg agencies m 
the Government of Guatemala such as FONAPAZ and CEAR 

The program was implemented on the basis of a grant agreement with USAID/OTI, 
notwithstandmg the fact that the relationshp was by nature more alun to a cooperative 
agreement or even a contract m some respects IOM played the same role for the UNDP 
with whch it had a long and mutually supportive relationship (IOM is affiliated with the 
United Nations family as "mdependent associated" agency ) The extraordmanly 
collaborative nature of the relationship among these three entities, UNDP, IOM and 
USAID/OTI, was one of the pmcipal keys to the success which the program has had to 
date 

IOM was staffed by expatriate and Guatemalan officers and technicians contracted for 
specific programs and project components It was agile and flexible, able to h e  and 
downsize as needed on short tmelmes In the case of the demobilization~mcorporation 
program, it had separate m t s  for log~stics, trammg, productwe projects, the PMAE 
program, and for information management, whch produced tlmely, good quality reports 
on all program activities (See Bibliography) It also had a sophsticated accountmg 
system capable of dealmg effectively with split h d m g  arrangements such as the one 
utilized for this program 

IOM did a remarkable job wth program unplementation, demonstratmg the ability to 
move with extraordmary speed and depth, based on meticulous plantug, as illustrated 
tune and agam when faced with the complex logistical, techcal  and managerial 
challenges of the effort Its biggest problem was m the area of "co-direction," with the 
FGT As will be seen, the structure of the program m several areas was such that it 
caused a state of counterproductive antagomsm to exist m the field between the two 
orgamzations, notwithstandmg the mamtenance of cordial relationships at management 
levels Thrs is somethmg to be avoided m the future through structural modifications m 
design for program management and coordmation 

2 The B e g m n n  - D e a u r e  from the camps2' 

a TheMove 

Cornmenclng on Apnl 16 (D+43) with the first wave of demobilizmg URNG members, 
all ex-combatant occupants of the camps either returned on them own or were taken to 
final or temporary destinations l h s  was accomplished on the basis of detalled plannmg 
by IOM which had previously mterviewed all camp occupants and bult a data base with 

25 This description is drawn f?om m a d y  from mterviews urlth IOM managers of the departure exerclse and 
the IOM report "Componente Transporte", May 1997 



required mformation for purposes of log~stics and payments of trammg scholarsh~ps, 
mobillzat~on subsidies and transportation costs 

For those without a fmal destmat~on ("sm destmo"), malnly hard core, long term 
combatants who did not have families or homes to return to, four half way hostels 
(('alberguesYy) were set up to recelve them on what was thought at the time to be a short 
term, temporary basis 26 By May 12, all transport had been completed It would have 
been accomplished even faster had ~t not been for some early difficulties that surfaced m 
the case of the Cooperativa Ixcan Grande m Mayalan where a group of returnmg URNG 
members had been expelled pnor to thelr return 27 There was one other group that 
remamed m one of the Tuluche camps, due to the absence of a suitable halfway hostel at 
the tlme The camp at Tuluche was thus utilized as a halfway hostel on a short term bas~s 
untd the new fac~lity could be prepared at an orientation center, COCADI, in 
Chmaltenango Tuluche also served as a temporary catchment area for URNG members 
who had returned home to fmd an untenable situation for whatever reason and decided to 
return to jom the "sm destmo" group m the Albergues 

Transportat~on arrangements for the movement of so many people to so many 
destmatlons were complex and had to be carefully planned and supervised The actual 
number that left the camps dumg t h ~ s  large scale move was 2,928 persons of which 
2,468 were taken to final destmations ("di~~ersos")~~ and 323, or 12% went to halfway 
houses 29 Another SO walked home on theu own Members were transported by buses, 
launches, airplanes, helicopters, and beasts of burden The group lncluded 24 pregnant 
women and 293 handicapped people Destmations were scattered over a wide area of the 
country, with the largest number gomg to Quiche Department, followed by the Peten and 
Huehuetenango with other large numbers gomg to Alta Verapaz, Guatemala, Solola, 
Quetzaltenango and Suclutepequez Other sigmficant numbers returned to other areas m 
hghly dispersed form mcludmg, Chmaltenango, Izabal, Escumtla, San Marcos, 
Totomcapan, and Santa Rosa The geographic dispersion factor has continued to present 
serlous challenges to program managers throughout the lncorporation penod because of 
the complexity of travel, communlcat~ons and monitormg of such a group 

b Scholarships - Money for Surv~val 

Upon departure fiom the camps, each demobilized guenlla headmg for a fmal destmation 
received a scholarship payment ("beca"), ostensibly to cover the cost of attendmg 
vocational tramng courses, along with a subsidy for mobilization, and, ~f necessary, an 
additional payment for travel The "beca" consisted four checks, three m the amount of 

26 Most of these members, known as the Alberque Group, eventually remaned m the half way houses for 
up to eight months, a problem discussed later m t h ~ s  Chapter 
27 Eventually resolved through a team effort between USAIDIOTVPNUD ($24,000 contnbuhon for 
cardamom dryers), the FGT and FONAPAZ wth assistance fiom the GOG cooperatwe oversight 
orgmzatlon 
28 Demobilized ex-combatants who went home to destinahons throughout the country were known as 
"disperses" for "dspersed persons" 
29 The halfway hostel group soon increased to somethmg over 350 due to those d~spersos who decided to 
return after explomg the situation wth ther homes and commumties 



Q1,080 each, and one for 4540 These payments were glven to 2,466 members With 
agreement from the CEI, payments were authorized to those older than 12 years The 
checks were dated over the four month period, April through July so that they had to be 
cashed monthly, one after the other As of September 1997, of the Q9 5 million m checks 
issued, Q9 4 had been cashed The trammg on whch this money was to be spent did not 
actually commence m the case of the "dispersos" until November for the earliest courses, 
meanrng that funds received by the end of July were long gone, for almost all, prior to the 
commencement of t r a m g  These people had to eat, and without jobs, projects, or 
trammg, it was impossible not to util~ze the money they had rece~ved for surv~val 

In the case of the Alberque grou , no "beca" was paid as they were headed to no cost 
lodgmg for a temporary period 3' What they were paid was a monthly subsidy of Q 150 
m cash to cover mmor expenses and visits home to their families 

3 Program Content and Implementahon 

a The "Albergue" (Halfway House) Group 

1) General 

The final population of the alberque group of hard core ex-combatants ended up bemg 
about 355, slightly larger than the ongmal number transported fi-om the camps at their 
close Some of the ongmal hspersos had attempted to go home and had then given up 
and returned The distribution, by albergue, was as follows 

- COCADE Center, Chmaltenango - 72 
- Papalha, Alta Verapaz - 135 
- Fmca Los Bnllantes, Retalhuleu - 46 
- Centro de Capacitacion La Esperanza, Quetzaltenango - 102 

The location and rehabilitation of the alberques was carried out by FONAPAZ with 
SEPAZ supervision with the help of the Muustry of Agriculture, CEAR and the Span~sh 
Red Cross, whch handled food and sanitat~on for the mstallations The FGT monitored 
the management and mamtenance of the Alberques closely and represented the 
inhabitants m the CEI In August, USAIDIOTWNDP together wth FONAPAZ 
financed further rehabilitation, especially for Cocadi which received the residents of the 
lnltial provisional Albergue at Tuluche m that same month 

From the b e g m g ,  the residents of the "alberques" were treated as the top priority by 
the FGT and m general received all program benefits m advance of the "disperso" 

30 They dld receive thelr %etas" upon departure from the Albergues some eight months later 



group 31 There IS an equity issue here, found m various forms throughout the program, 
whch is d~scussed later m the report 32 

11) The Cooperative Farms 

From the beglnnmg there was strong mterest m two of the alberques, Brlllantes and 
Papalha, m the poss~bility of cooperatwe f m m g  ventures With EU support, the CEI 
put together a worlung group m June to look mto proposals fiom the alberques w~th  
support fiom IOM 33 Subsequently m early July, the GOG delegat~on "agreed m 
pmcipal" to buy land and housmg on behalf of homeless URNG ex-combatants stressmg 
that it would take time and that members would have to be flexlble on locat~on In the 
Sept 30 sesslon of the CEI a GOG/URNG worlung group presented a schedule for two 
cooperative purchases to be fac~litated by the GOG Land Fund, "Fondo de T~erra "34 

Fmally, m late November, aRer several false starts, the FGT announced that three farms 
had been approved by the Land Fund for purchase to permanently settle 235 of the ex- 
combatants 11vmg m hostels The FGT team had done most of the work, but gave credit to 
the Land Fund, with whlch ~t had been m constant contact Thls was major news m the 
CEI and was greeted by applause after months of hs t ra t~on  and not knowmg how and 
when a solut~on would be found for thls d~fficult but hgh pnor~ty group on wh~ch had 
been lavished so much t ~ m e  and attent~on 35 At length the purchase of two of the three 
farms was finahzed on December 23, thanks to strong support fiom the Land Fund 

In early January, preparat~ons regardrng housmg, water, food etc for the farms went Into 
hgh gear under CEI supervision and, on January 2 1, fmal documents were s~gned on the 
farm m the Peten Relocation m the case of one of the farms on the Coast started m 
January on a small scale and picked up speed rapidly by the end of the month when the 
property was actually U e d  over, Santa An~ta located m Colomba, Quetzaltenango 
From here on events move ahead rap~dly, and by the end of March all three farms were 
fully settled, housmg construct~on had begun on two, wells were bemg dug, and food was 
bemg suppl~ed through a World Food Program under food for work schemes organ~zed 
by FONAPAZ Subsequently electncal connect~ons for all three farms were fmanced by 
USAID/OTZ/UNDP 36 AS before, IOM assisted m the transfer to the fmal destmat~on, 
although m h s  case it was a much easler process 

31 The sole exception was the exlt "becas" the dispersos received upon leavlng the camps, although ttus 
would be more than compensated for later when the albergue readents moved to thelr own final 
destinations on cooperative farms 
32 The heavy focus on the Alberque group to the wtual exclusion of dispersos untd much later m the 
program also had an mpact on vlablhty of both tramng and productwe project components for the 
hsperso group, although the fact that the hspersos had to fend for themselves for a considerable penod of 
hme was not all bad 
33 USAID cable reportrng on the CEI meetrng of June 10, 1997 
34 Ttus was to be the first purchase by the newly created Land Fund 
35 USAID cable reporhng on the CEI meetmg of Nov 25,1997 
36 USAID reportmg cable on the CEI meetmg of March 3 1,  1998 



It should be noted here that after the transfer from the hostels a modest number of 
additional ex-combatants m the disperso category relocated to the farms (mamly to Las 
Tecas m Suchtepequez and a smaller number m the Peten), jommg the ranks of the 
albergue group The cooperatwe farms offered a substantially stronger benefit package 
than what could be received m the dispersed category The land and exrst~ng 
mfiastructure alone, owned by the cooperat~ves, prov~ded an asset base and secur~ty that 
could not be approached through other routes At some pomt, the dlspersos may be able 
to receive land promised by the accords on an mdividual basis, but until that t ~ m e  the 
cooperatwe farms offer tremendous advantages to the ex-combatant population 

With respect to personal financmg, each of the albergue ex-combatants on the farms was 
paid a "departure scholarship'' ("beca de salida") fmanced by USAID/OTVPNUD 
through IOM m the form of four checks, three for 41080 and one for 4540, the same 
formula used for the t r a m g  becas issued earlier to the dlspersos, thus balancmg the 
scale, although for the precedmg e~ght months the albergue group had been l~vmg w~th 
fiee room and board 

Followmg transfer, the farmmg groups worked malnly with the European Umon fmanced 
PAREC I program whlch supplied them with food, some modest agricultural assistance 
and pre-feasibility study and soil analysis ass~stance for the development of future 
productwe endeavors USAID/OTI also provided modest fbndmg for small productive 
projects mcludmg cattle to fatten on two (one on the coast and one m the Peten) and 
renovation of coffee plants for the thud 

The cooperatwe groups had received some techcal  trammg while m the hostels, 
covered m the fol lomg sect~on The masonry trammg for some was particularly 
valuable for housmg construction to come on the farms under the FOGUAVI program 37 

Other trammg received was not so useful In team visits to the f m s ,  all claimed a strong 
need for more specific and substantial t r a m g  relevant to thelr productive endeavors 

In the course of the evaluation the team visited all three farms as descnbed below 

- Fmca Santa Anita - Cooperative Farm, Colomba, Quetzaltenango 63 Ha For 37 
famdies, or about 200 people from the Albergue DIGESA m Quetzaltenango The 
farm, a coffee production operation, was laclung m worlung capital, but clalrned to 
have good prospects for financmg from PAREC 113' for mcreased production and a 
possible drymg plant ("beneficlo") USAID had prov~ded assistance to re-seed 14 
manzanas Members were m the process of buddmg their own homes under the 
FGTROGUAVI program with World Food Program support The group was well 
organ~zed with a Board of Directors and three sub-comssions on women, 
mfiastructure, and field operations Pr~orities were clear The coop also had been 

37 Under the FOGUAVI (Guatemala Housmg Fund) program (open to all Guatemalans), ex-combatants 
recelve 412,000 toward constmctron cost They are expected to put up 44,000 of then own money The 
EU, however, financed the other 44,000 m the case of the farms 
38 European Umon h c e d  relncorporatlon program, a follow-on to PAREC I, m cooperation wth the 
FGT, expected to be approved by the end of 1998 (To be covered m more detall m Chapter VI ) 



recelvmg strong support from the local FGT coordmator Expert technical assistance 
on coffee processmg and marketmg was needed, but prospects appeared posltive due 
to the excellent locat~on of the farm, quallty of land, existmg mfrastructure, and some 
techn~cal capacity It appeared to be a well d~sc~plmed group w~th  high moral, despite 
the present shortage of mvestment and workmg cap~tal The cooperative board was 
developmg ~deas for worlung m the local community by talung advantage of tralnlng 
m masonry and other shlls to earn outside mcome once housmg had been completed 

- Fmca Las Tecas (El Progreso) - Cooperative Farm, Cuyutenango, Suchltepequez 
3 15 Ha for 76 fam~lies totalmg about 375 persons fiom Albergue Los Br~lllantes 
Thirty-SIX of the members came fiom the orlgmal Albergue group and the others from 
the ranks of the dispersed lncludmg members of three different URNG fronts 39 The 
land had been selected by the group for its potent~al for high productivity m 
agr~cultural and lwestock The coop, wh~ch appeared to have strong poss~b~l~ties m a 
number of areas (me, sugar, gram, vegetables, cattle, rubber, fish culture), seemed to 
momentardy stagnatmg m terms of mcome producmg activity and plannmg Most of 
the work of members had been gomg mto complet~on of housmg for the cornrnunlty 
under the World Food Program food for work program There wl l  be some mcome 
when fattened cattle are sold m early 1999 (28 head donated by USAIDIOTI) The 
group was waitmg for the results of so11 studies financed by PAREC whlch seem to 
be long m commg In the meantune, members were engaged m subs~stence 
production They had little mformation on the studes, project possib~l~ties, or 
fmancmg 40 The Coop had a 47 0 mlllion debt to pay off for the land to the Fondo de 
Tierra, and had little ~dea  how it was gomg to cover the Q1 4 million annual debt 
service requnement (two year grace penod) The cooperative was not yet legalized, 
due to lack of fmancmg for the cost of processmg The group had received little 
t r a m g ,  most of whch it considered Irrelevant to its current s~tuation In general the 
they were loolung to the Foundation and PAREC to solve problems and were wa~ting 
for news The Foundation representatwe was not aware of the current status of the 
studies or other project possibilit~es 

- Fmca Nuevo Horizonte, Santa h a ,  Peten, Cooperative Farm Approxunately 840 
Ha , the largest of the three cooperative farms by a wide margm (although with the 
lowest quality soil), and for the cheapest pnce, 43 0 mllion, for 1 14 farmlies and 145 
offic~al beneficiary members m the group, mcludmg some fiom List B and C The 
mam productive potential of the farm is m forestry, cattle and vegetables along with 
basic food crops There was also a long term tourism potent~al The cooperative was 
engaged m the legalnation process The group appeared to be well organized and 
malung good progress, w ~ t h  no mternal or external relationshp problems Housmg 
for members was m construction under the FOGUAVI program and looked solid wlth 

39 The inclusion of members ii-om the other fi-onts made for less cohesion and solidarity in the group than 
on the other farms and may have contrlbuted to a degree to the somewhat lower level of moral and energy 
found by the evaluation 
40 The evaluat~on team was subsequently advlsed by the FGT that financing for needed investments on Las 
Tecas and other farms would most llkely be prowded by PAREC 11 On the other hand, PAREC I1 
resources w11 be lmted  and stretched tlm (See Chapter VI) This also reflects a more generalized 
problem of commurucabon between the Foundation and ~ t s  membership 



mnovative design features Construction workers had been well tramed m masonry 
by the Quetzaltenango mstitute and were bemg paid through the WFP 

The coop ehbi ted  dynamc leadership, which has been able to stimulate sustamed 
enthusiasm for work needed to brmg the farm mto production and deal wth  other 
needs There was good cooperation with the local community, and an auxiliary 
mayor was authorized by the mmcipality The coop had applied for a school from 
the Social Investment Fund (FIS) with good prospects " Two teachers were bemg 
supplied by the Mmcipality, and the h i s t r y  of Education was expected to accredit 
the school m the new year and supply two alternative teachers A sub-group of 90 
members of the cooperative had purchased 32 head of male cattle on thelr own 
account with money taken fiom becas, Q1,000 each, and had high hopes for profit 
fiom weight gam On the production side, the cooperative was waitmg for results of 
a pre-feasibility study on forestry potential bemg carried out by a local NGO with 
Mmstry of Agriculture support The FGT also planed on domg a diagnostic 
evaluation of production possibilities Future technical assistance may be possible to 
secure fiom FECOAR, the Federation of Regional Apcultural Cooperatives The 
one mam concern, as wth the other farms, was for needed mvestment and workmg 
capital, some of whch will hopefully come from the PAREC I1 program The 
outlook is opt~mstic provided that resources can be secured m tune 42 

In assessmg the viability of the cooperative component of the program, it was quite 
obvious that these beneficlanes had the best of all possible deals It could, however, have 
been better These groups have tremendous assets at thelr disposal, but could fail fiom 
lack of badly needed mvestrnent and workmg capital, essent~al techca l  and management 
trammg, adequate techca l  assistance, and smple thmgs llke cornrnumcat~ons and 
mobility Gwen the advantages of the land, location and other assets, it is hard to 
understand why the Government, FGT and the EU had not come together and made a 
greater effort, sooner (USAIDIOTI and the UNDP were asked to mvest m other 
programs as opposed to the farms whch remamed the responsibility of the EU withm the 
donor commmty ) One or two of these cooperatives, especially those with stronger 
leadershp, and with the nght m x  of tmely assistance, could turn mto models of what 
can be done m such situations and utilized as grudes other resettlement cases to come 43 

They could also be used to showcase the program ' h s  IS not to say that they will not be 
successful m the long run, but at some pomt cntical momentum may be lost, jeopardizing 
potential viability, as may possibly be happenmg m the case of Las Tecas The land debts 
on the farms are large, but should be paid, if the viability and credibil~ty of both the farms 
and the program is to be mamtamed The first year of the two year grace penod on the 
debts (10-year term) has almost run its course 

41 Social Investment Fund whch finances self-help commmty level infkastructure and other needs 
42 T h s  group made a pomt of telling the team that it is not sittmg back and waitmg for help If the external 
resources are not forthcoming fiom PAREC 11, the coop w11 seek needed mvestment capital fiom other 
sources, mcludmg thelr own production They also made it clear, however, that sooner or later, lackmg the 
necessary capital, they would have to look for answers off the farm Certain muumal mvestments should 
be made soon m order to acheve the returns necessary to pay the debt, surwve and grow 
43 Such as the CPR farms and upcormng programs for hsplaced and repatnated groups (known as 
"poplacion &sarragadam or "uprooted" groups, the next major pnonty for the FGT ) 



On the other hand, to mvest too much m the cooperatlves could well pose a pol~t~cal 
dilemma for the FGT and the Government, agam on the equlty Issue The farms have so 
much already that they actually are m an ellte position relatlve to the mass of d~spersos 
and rural poor m general To allow one or more of the cooperatlves to flounder, 
however, from lack of attention to crrt~cal elements, or poor tlmmg, could also exact a 
heavy pnce m terms of the cred~b~lity of the FGT and the program m general 

Thls argument may be unfa~r if mdeed the PAREC I1 program w~l l  provide the 
framework of assistance wh~ch these cooperatlves need From conversat~ons w~th  the EU 
and PAREC management, however, and from the track record of the EU to date, ~t seems 
doubtful to the evaluator that the program will arrrve m tune, wlth the crop season set to 
commence m March and Apr~l of 1999, or that ~t will have suffic~ent resources to cover 
~ t s  targets, of whlch the cooperatives are only one element PAREC I .  IS also to cover the 
major~ty of the d~spersos m the country w~th  cornmun~ty Imked productwe projects 44 

One factor stood out above others as a problem m the case of the cooperatlves and the 
program m general, and it should not be that d~fficult to solve It was the pure lack of 
lnformat~on ava~lable to beneficlanes m the face of h g h  expectations The g o v e m g  
boards and rank and file of these groups had little ~dea  what was happenmg with respect 
to planrung gomg on m the home office of the Foundat~on or analyt~cal exercises m 
progress or planned under the PAREC program Nor d ~ d  the field representatives of the 
Foundat~on The person respons~ble m the Foundat~on did, but h s  delivery system for 
the lnformat~on was laclung Also, lnformat~on commg out of the PAREC program ~tself 
was pamfully slow and uncertam, bemg delayed constantly by h e a d y  procedural 
requu-ements for study, development, revlew and approval 

iii Technical Training in the ~ l b e r ~ u e s ~ '  

In keepmg with the priorlty accorded to the albergue group, technical tramlng began first 
m the hostels, about two months followmg departure from the camps The first round of 
t r a m g  d m g  July and August 1997 focused m employment mduction, general busmess 
a h s t r a t ~ o n ,  cooperat~vrsm and gender The program mcluded 35 1 part~c~pants 

The tramng began with a workshop dedicated to employment wh~ch Included data on 
t r a m g  demand (drawn fkom the camp phase), poss~ble productwe act~v~t~es ,  and a menu 
of t r a m g  opt~ons provided by the Instituto Tecmco de Capac~tac~on y Productlv~dad 
(INTECAP) and other tramng orgmzat~ons In one hostel, Papalja, ~t was necessary to 
carry out another separate d~agnost~c of t r a m g  demand m response to a project defined 
by that group wh~ch was collective m nature 46 The overall population m the four hostels 

44 The team was told that the amount of the PAREC I1 project is five million ECUs for five years 
4s This section a drawn m a d y  from mtervlews wth the two chefs of tramng in IOM and the FGT and the 
document, " Prograrna de Educaaon, Homologacion, Capacitacion y Reinsertion Laboral y Productiva, 
penodo Mayo-Agosto 1977, IOM, Sept 1997 
46 TWO of the hostels at the time, Los Bnlliantes and Papalja, were interested m collective projects whde the 
other two tended toward md~vidual projects and employment pursmts 



demonstrated wide variety m trammg preferences which ran from agriculture, to 
computers, to mechanics, to health, to carpentry and others 

The lrutial round contmued with components dedicated to general buslness management, 
cooperativism and gender camed out by IOM contracted NGOs selected for technical 
capacity and cost The busmess management element, completed by 307 ex-combatants, 
covered general admstration and accountmg The component for cooperativism, 
completed by 300, covered cooperative orgamzation, prmciples, legislation, the peace 
process In the gender area, themes mcluded gender identity, socialization and self- 
esteem and gender equlty m mcorporation About 250 completed this component In 
discussmg h s  t r a m g  later with ex-combatants m the fmcas, they referred to it as useful, 
but not terribly helpful m terms of mnnmg a busmess or managmg a cooperative It 
really did need to be followed by trammg dedicated to specific technical disciplmes 

Actual technical t r a m g  for the albergue groups was carried out durmg the September - 
December penod of 1997 The process commenced with voluntary selection by the 
tramees of different subjects of mterest from the menu of options provided on the basis of 
the earlier employment mduction component Men, 67% of the group, leaned toward 
agricultural subjects, auto-mechanics, carpentry and small commerce The women also 
preferred agrrculture m adhtion to sewmg and marketmg The relatively young group 
(most between 12 and 29 m age) elected malnly agrrculture, carpentry, electro- 
mechamcs, auto-mechmcs, and tailomg Altogether 30 different courses were carried 
out mcludmg 12 m Papalja, 8 m La Esperanza, 7 m COCADI and 3 m Los Brillantes 

The courses vaned widely m duration with a range of 30 to 600 hours, the shortest bemg 
for h v m g  and management of small stores with others like auto-mechamcs, carpentry, 
masonry and electrrcity requmg 500 to 600 hours, all of whch mvolved substantial 
periods of practice beyond theory There was one particularly grati@mg case where 
residents of the Los Bnlliantes albergue, t a h g  the apculture course, carried out thelr 
practice work on several hectares on loan from the admmstrator of the farm m which the 
hostel was located and produced much of the food consumed by the Alberque itself 

The courses were of varymg quality, dependmg on the mstitution, but were generally 
satisfactory with one egregious exception 47 The trammg was supervised with weekly 
visits by the IOM t r a m g  team, normally accompanied by FGT counterparts Where 
necessary IOM took corrective action and supplied needed materials and equipment The 
area of trammg, whch appears to have paid off the most m the short term was masonry, 
whch has served the housmg program well on the cooperative farms 

There were three pmcipal problems mth the t r a m g ,  all of whch are shared with the 
subsequent t r a m g  program for the disperso community First, selection for the courses 

47 This was the case of the Inshtuto Bartolo Perlo m Coban where both the traumg and the food was 
ternble Sewmg prachce was done on paper cutouts, for example, and the food was all beans Professors 
were absent from many classes This was hscovered early by IOM and most of the tramees were 
transferred to the high quality program at the Quetzaltenango Instltuto Pnvado de Occidente interview 
Francisco Ureta, Dlrector of T r m g  for IOM 



was totally based on what the tramees themselves elected, with no attempt to determme 
the apt~tude of the candidates, many of which d ~ d  not have the abihty to effect~vely take 
advantage of what was offered Secondly, even the longest of the courses offered was 
too short to allow for a level of proficiency adequate for competent entry level 
performance m many areas, especially m the more technical d~scipllnes such as auto- 
mechanics Most trammg courses for such fields requlre at least six months (the longest 
course ran about three months) Thud, there was no attempt to llnk the trammg to 
forthcommg employment or projects mvolvmg the benefic~aries Th~s  last problem was 
compounded by a lack of concern w~th  employment m general (as opposed to 
"product~ve" projects offermg self-employment) along with a lack of research relatwe to 
market demand for graduates of the traltllng The total absence of Pnvate Sector 
mvolvement m the mcorporat~on program further contributed to t h ~ s  shortcommg 

m Productwe Incorporat~on Projects (PIP ~ r o ~ r a r n ) ~ ~  

The productwe project concept was born of the need to assist those demobilized without 
land who needed a means of generatmg mcome It was also born of the concept that the 
demobillzed should be mdependent and not vulnerable to the v~sisitudes of the labor 
market and the pnvate sector m general whch tradit~onally was not to be trusted 
(Iihstorically the rural poor had been seveiely abused by the old lme "finquero" class of 
large land owners )49 It was further pomted out to team that the system of soc~al security 
m the country offered l~ttle secur~ty m fact, and that people were scared of employment 
because there was no secunty m the Guatemalan workplace W~th  a productwe project, 
l~ke  a store, there are assets and one has the abhty to defend oneself Thus, fiom the 
begmnmg, the FGT proposed productwe project schemes of one lund or another 

The first product~ve project request tabled m the CEI by the FGT was m June 1997 It 
mcluded mcome generatmg projects w ~ t h  a number of L~s t  B members whch was not 
acceptable to the Government In July FGT subm~tted another request, t h ~ s  tune for $7 1 
mlhon whch rncluded $1 7 mllion for the half way hostel populat~on, $1 2 rmllion for 
L~s t  B, and $4 2 ml l~on  for other supporters, to whch the GOG warned that resources 
were llrmted but agreed further study (It IS worth notmg that at the same tune the GOG 
had presented to the CEI a l ~ s t  of more than 1,200 government positions that URNG ex- 
combatants could fill )" Subsequently a comprehenswe response was prepared by IOM, 
under USAID/OTI and UNDP drrect~on, offermg support for Iiteracy/civ~c and vocational 

48 Thts sectlon and the subsequent one dealmg wth  the PIP program in the disperso community is drawn 
from a vanety of sources mcludmg USAID cable reports on CEI meetings, IOM, USAID/OTI, and FGT 
reports on program implementation plus numerous interviews mth PIP project beneficianes, institutional 
staff mvolved m the program, FGT momtors and Government officials 
49 From Internews wlfh FGT and IOM field representatwes For many ex-combatants of rural poor 
"campesino" backgrounds, employment meant worlung as a "omalero" or agricultural worker on large 
farm estates, a feudal llke setup where laborers were often abused, paid a pittance, and then fired the 
moment they were no longer needed 
50 Interview wth  Rosana Gomez, Drrector, Director, Programa Economico-Productlvo, FGT 

USAID cable reporhng on CEI meetmg of July 8,1997 Reasons for the lack of response to the 
Government's offer ofjobs are several - first, distrust m general, second and perhaps most Important, above 
all campesinos want land and a house (you can't be thrown out of your house From a job, one can be fired 
any mne), thud, low wages and lack of secmty Interviews hcardo Stem and program field staff 



t r a m g  t~ed  to productive projects through December 1997 for just over $2 0 rmllion 
The FGT had serious reservations, however, and a workmg group was created under the 
CEI to develop an unproved framework for productive enterprise assistance 52 

In late September the URNG presented a modified verslon of the IOM proposal which 
requested project funds along w~th budget for techn~cal ass~stance to beneficiaries 
USAWOTI expressed reservations over the Foundation's ability to implement such an 
effort Fmally, a further modified concept was approved by the end of the month which 
placed UNDPfUSAID co-financed funds under the control of IOM under a "co-dlrect~on" 
arrangement with the FGT, whlch was to select beneficiaries and ident~fy and develop 
projects for fundmg The program was further delayed, however, due to URNG 
reluctance to proceed with the component until the quest~on of cooperative farms had 
been resolved for albergue residents (see precedmg sect~on 11) At length, on November 
20, co-&rectors fiom IOM and the FGT were approved together w~th a schedule to 
provide projects to those leavmg the Albergues by early February, 1998 53 

The structure for the fmal approved program requred formation of a Board of Directors 
mcludmg the GOG (represented by SEPAZ), the URNG (represented by the FGT), and 
the Donors (UNDP and USAIDfOTI) The Board, m tern, named national Co-directors, 
one each fiom IOM and the FGT The concept was to provide both a means of livelihood 
to the beneficiary and farmly and benefits to the population m the area of mcorporation 
The methodology requxed five steps identification, formulat~on, implementation, 
supenmion and follow-up The concept also mvolved participation by the beneficmy m 
each of the stages with program staff ass~stmg wth design aspects and follow-up 

The program commenced m January, 1998 It was to m for SIX months until June 1998, 
d u n g  whch tune all projects were to be developed, approved and unplemented, a 
tunetable whch was ambitious m the extreme and made for serious errors early m the 
program A subsequent six month penod, from July to December, was to be for follow- 
up momtomg and assistance to assure long term sustalnab~l~ty 

It was decided to unplement the projects m the form of small grants, rather than cred~t, to 
beneficianes Each grant was to be for the same amount, Q15,000 (about $2,500) m the 
case of the albergue group and Q 10,000 (about $1,600) for the dispersos Collective 
projects for groups of beneficianes were encouraged on prmc~ple and m order to mob~lize 
larger amounts of Investment cap~tal Staff assigned to the effort by the Foundation, 
funded by USAIDfOTI and PNUD, consisted of four field techmclans (two each m 
Quetzaltenango and Chlmaltenango) plus one supervisor The size and capab~lity of tlus 
team was not up to the challenge, however, as w~l l  be seen below 

52 USAID cable reportmg on CEI meetmg of August 12,1997 
53 USAID cables reportmg on CEI meetmgs of Sept 23, Nov 11 and 25,1997 It is worth notmg that one 
of the major stumblmg blocks m negotiattons on the PIP program was the perceived URNG desre to 
control the activity and mold ~t to support polltical objectives Feaslblllty was the mam concern At one 
pomt the FGT proposed a scheme whch would have folded all PIP projects mto a smgle Integrated 
cooperatwe structure wth resources and revenues flowmg through a slngle URNG financial apparatus 



The campaign for project development began m earnest m January m response to severe 
pressure to have projects ready for the non-farm albergue group due to leave the hostels 
m mid February The first 1 1 projects developed by the FGT team were approved m 
early February, havmg passed through a process mvolvmg clearance by representatives of 
each of member of the Board of Directors A total of 35 had been approved by the end of 
the month, breakmg all records for speed (at the expense of quality and feas~b~llty) and 
allowmg plans for closure of the hostels to proceed at that time In all, 59 projects were 
developed and approved for the Albergue group benefitmg a total of some 130 recipients 

The Albergue projects, by all accounts, were put together at a fire dull pace with little 
effort rnvestrgate viabilrty, the market, and, more importantly, aptitude and preparation of 
the beneficiary Project proposals were developed "at a run and on the back of an 
envelope" which mcluded basic numbers that more often than not were made up One 
project drew on the next, m a cut and paste assembly lme exercise Frequently, neither 
the beneficiary nor the tecbcian had been to the s ~ t e  or done any real leg work, as 
requrred under the terms of the grant agreement 

The result could have been predicted In September 1998, IOM field consultants 
conducted a partial evaluation of the PIP program to date In the case of the albergue 
group, 38 (67%) of the 57 projects that had been implemented (two projects had not yet 
started) were vrsited and assessed m terms of performance and sustamability Of the 
group, ten (26%) were classified as either good or excellent (Only one was m the 
excellent category ) Another 14 (37%) were rated "regular" or " O K  meanlng that they 
were smla r  to other busmesses of similar type m the area and would poss~bly survive, 
but that there was r~sk  of fallure Another 14 (37%) were rated bad or ternble 
("pesimo") The bad ratmg mdlcated that the busrness would not survlve without 
"immediate" financial and techca l  assistance The pesimo ratmg mdicated complete 
failure, of which there were two out of the 14 In summary, 67% of the projects reviewed 
were at risk, with 37% m very precarious position 54 

In another evaluatron, also caned out m September by the OTI Resident Representative, 
a group of 12 albergue PIP projects were vrsited A full two h d s  were either weak (6), 
farled (1) or not mplemented (1) One was considered passable and three characterized 
as good 55 These results are corroborated by the experience of IOM field staff and t h ~ s  
evaluation (Note that the disperso PIPS, developed m a slightly later time fiame by IOM 
rather than FGT staff, are m far better shape as a group See Section b iii below ) 

The 59 PIP projects approved for the Albergue project lncluded 5 1 m the area of 
commerce, basically small stores and servrces Another three were classified as 
mdustrral, such as block makmg, and four were m agriculture with one m the "other" 
category The major portion of these were m the two departments of Chalatenango and 
Guatemala In the course of the evaluation, the team visited a number of the Albergue 

54 IOM, T"F'ograma de Insertion Productwa - Evaluation Parclal de 10s Proyectos del Programs", Sept 17, 
1998 The Guatemalan member of the Evaluation Team was also on the team for the IOM evaluation 
5 5 ~ ~ ~ ~ ~ / ~ ~ ~  memo of October 5, 1998, by Resident Representatwe, Dav~d Gould 



PIP project sites and talked to a larger samplmg m workshops m Chimaltenango and 
Guatemala City The followmg summarizes the teams observations and conclusions 

Fnst, the projects had obviously been put together at breakneck speed with little 
thought to feasibility Most, about 85%, were small stores, often mserted mto 
neighborhoods where there was mtense competition fiom similar stores already m 
busmess Several cases were observed where two or three such stores resided on the 
same block The team visited one such site m Chimaltenango, a group project of 
four albergue residents (total mvestment Q60,OOO) that was bemg run by one 
handicapped member of the group The store had an average cash flow of Q75 per 
day with a 15% mark up Thus there was Ql 1 25, or about $1 75, a day to cover all 
other expenses mcludmg a QSOO/month rent on the store The person behmd the 
counter admitted that they were not gomg to make it m the current location, with two 
other stores withm a hundred feet or so, but d~dn't know what to do 

In other cases, store owners complamed about everythmg fiom high rents to lack of 
demand, hgh pnces of merchandise, lack of capital, lack of support, lack of tramng 
or understandmg on how to run a store Most clalmed the answer was more money 
or cheap credit For others, the problem was that they had had to use their PIP 
money on health, or housmg, or survival A significant percentage appeared to have 
a paternalistic mmdset and felt that the Foundation had to do somethmg Many had 
little idea what they were domg and had no concept of accountmg or keepmg track of 
cash flow and mventory The accountmg t r a m g  that they had received m the 
albergues had not been absorbed It had been far too complicated for ready 
absorption m that settmg, plus the fact that it had occurred months before they had a 
chance to apply what they had learned Many mdicated that they had kept no record 
at all of mcome and outgo, even m rudmentary form, or that they were a month or 
more behmd 57 Out of a p u p  of 40 benefic~aries m one "store" oriented workshop 
attended by the team, about 10 said they were domg OK, and many of these had been 
m the busmess at an earlier pomt m then lives 

In a different category, the team visited a carpentry shop m Chmaltenango where a 
group of seven beneficianes had Invested then combmed resources, over Q100,OOO 
($15,000) The shop had impressive equipment and was m a good location The 
group had also received t r a m g  fiom a "master" carpenter over a two month period 
and was able to make products of acceptable quality for the local market, but very 
slowly Costs, lumber and then own labor, were high In terms of earnmgs, the shop 
was failmg The only answer fiom the owners was that they needed more money 
and t r a m g  There was little mtiative exlubited either fiom the group or the FGT 
'cconsultor" m the area The evaluation team tr~ed to make constructive suggestions, 

56 The geographc spread of these projects was m a d y  due to the fact that most of them came fiom the 
COCADI Albergue m Chalatenango (72 beneficianes) who by and large selected PIP projects as opposed 
the cooperatwe farm option 

Cash flows for these stores vaned between $35 and $125 per day wth a ten to 15% markup In semlnars 
attended by the evaluation team, IOM consultants tned to impart simple record keeping tools for traclung 
dady sales, income, Inventory and costs T h s  was much more practical and sultable for th.~s group than the 
actual "accountmg" forms and concepts utihzed in FGT's admirustration traltllng 



such as contracting the former "master" for a cut m the earnmgs of the shop m return 
for gettmg the operation up to speed, but left feelmg that little would be done and 
that sooner or later equipment would be sold to finance livmg expenses 

The OTI Resident Representative's evaluation highlights another case of a block 
factory with eight albergue beneficiaries, now failmg, with losses of Q10,000 per 
month The group knew how to make blocks and had good equipment, but little 
management or marketmg shll Sales never picked up, and soon production dropped 
to zero The group, however, contmued to pay itself salaries of Q 1,080 per month 
per member As the OTI representative observed, the worst projects seem to be the 
large complicated ones paymg salaries unconnected with mcome, especially those 
designed to with a "hurnmtarian" ideal m mmd (servmg needs of the handicapped - 
the case for both the carpenters and the block makers) The same re ort sites the 
"appallmg ignorance of busmess" of many of the PIP beneficiaries I 

In other cases known to the Guatemalan member of the team, recipients had spent all 
or a major portion of then project money on somethmg else, like a TV and VCR, or 
had decided to do some other project He and other field workers also site the 
problem of madequate follow-up If the FGT monitor did come by, he or she tended 
to fill out a checklist with made up numbers and departed without addmg value 

In summary, PIP activity associated with the albergue group was not of acceptable 
quality In fact, it was so problem prone that IOM concluded that for the followmg effort 
with dispersos the method of design, approval and follow-up would have to change 
radically, with IOM talung over Thts m fact happened, also at USAID/OTI's urgmg, and 
resulted m substantially better performance (see Section b v below) 59 

Many of these projects will fail, or provide only a tnckle of mcome msufficient to sustam 
a family Many will go out of busmess Some already have Part of the answer for these 
people w11 be a return to the labor market Many are already workmg m other areas or 
farmmg In some cases the spouse is runnmg the store and it results m a modest 
supplement For others, the situation can be turned around wth  qualified technical 
assistance or additional trammg, which is now happenmg through IOM m some cases 

In terms of lessons observed fiom the evaluation expenence, first of all many of these 
people are not muu-entrepreneurs They do not have it m their expenence or m then 
blood 60 Secondly, aptitude is important and attitude is even more important One has to 

5 8 ~ ~ ~ ~ ~ / ~ ~ ~  memo of October 5,1998, Dav~d Gould 
59 In famess, the actlvity served as an c'~ncorporation" vehcle and bought tlme whch could be utll~zed to 
seek other solutions for the albergue group As such ~t served the purpose of the 'cmcorporat~on" objectlve 
60 The Chef of the Productwe Econom~c area for the FGT argued that campesmos by nature are m u -  
entrepreneurs m that they buy and sell m the market all the tune Ths, the team feels, is quesbonable 
From expenence around the world, peasant farmers are often vict~m~zed by market players w th  greater 
leverage They have had little mnforma~on or opportumty wth  whch to develop entrepreneurial slulls 
whde trylng to survive m a hghly cornpetitwe envwonrnent fiom a disadvantaged posltion T h s  IS why 
many former campesmos m the ranks of the demobilized are now lookmg to other alternatives rather than 
golng back to the land, although the pull of the land IS st111 powerful for those wthout vlable alternatives 



have energy and comtment  to succeed m busmess, even micro-busmess, and recip~ents 
of such projects should be selected w~th m mmd Many of the albergue members were 
selected for reasons that had nothmg to do with either ability or outlook Thirdly, 
t r a m g  is vital It must be relevant and adequate to the job The traming that the 
albergue group rece~ved m the adrnmstratwe management area did not st~ck It was too 
early, too short, and too complicated, by all accounts, at least m the accountmg area 
The same was apparently true for the "marketmg" component Thlrdly, project design 
and development must be taken seriously In this case it was ultimately slipshod The 
feasibility analysis part of the presentation was essentially made up and had little relation 
to reality Site selection was often mappropriate Fmally, adequate, meanmgful follow- 
up assistance is essential In the case of this component, it was not happenmg, or when it 
did, it was camed out m a cursory manner that would not solve the problem 

Notwithstandmg the above arguments, the PIP program can be carried out correctly, as 
was demonstrated m the case of the dispersos, to be covered m the followmg section 

b The Dlsperso Group 

1) General 

For a long tune, somethmg llke SIX months, the disperso group appeared to be the 
forgotten component as the albergues took precedence over other major program 
elements The donors became more and more worried about it m the CEI, as did the 
GOG, raismg the issue agam and agam " One argument goes that it may, m fact, have 
been a good h g  m a perverse sense, m that these people had to fend for themselves for 
a long time and m so domg picked up survival skills on the economy (as opposed to m 
the mountams) and were forced to become more self-sufficient before tangible project 
benefits became available to them This has been born out by PIP program experience 
with this group, especially m rural areas, as w11 be seen below By and large the non- 
farm dispersos that the evaluation team mterviewed m cornmumties of the mterior 
appeared to be more self-reliant, more opt~mstic, and with more prospects for success, 
than their albergue counterparts, wth the exception of the cooperative farm group 

The prmcipal problem that faced the disperso group withm the context of the program 
was the fact that they were "dispersed" although there were areas of concentration This 
made it a more complex proposition to reach them and provide them with program 
assistance Nevertheless, many had been helped substantially by both the trammg and 
PIP components On the other hand, for much of this group, what the program had 
provided to date had been not been much of anythmg The majority of List A 
beneficianes had still not been reached mth either trammg or a project, somethmg over 

61 The team recelved this same readmg fiom a large number of Albergue graduates, both in project sltes as 
well as on the cooperative farms where most of them ended up 
62 USAID cable reports on CEI meetlngs report repeated attempts to bmg the Issue to the fore wth llttle 
progress until the end of 1997 



1,500 ex-combatants This is the group to be assisted primarily by the European Union 
PAREC program, once it gets off the ground 63 

n) Training 

Technical trammg activity for the d~sperso comm~~llty actually began ~n August 1997 
with a round of "lnducc~on Laboral" (employment mduction) workshops carried out by 
FGT and IOM techca l  teams m 10 departments around the country The mducc~on was 
actually attended by 607 ex-combatants of the 794 to receive tramng under plans 
developed fiom the cantonment onentation exerclse The tramees were glven 
presentations on tramng demand, possible productive activit~es and a menu of t r a m g  
opt~ons Thls activity confirmed and documented technical trammg select~ons and 
requests fiom the d~spersos, thus allowmg plannmg to go forward for the subsequent 
specific t r a m g  program 

The problem was that the earliest courses did not commence until late November, and 
most d~spersos had to wait until the new year, 1998 Some courses did not begm until 
over a year later, and some were still waltmg at the t ~ m e  of the evaluation, wondering 
how and why the~r number had not yet been called By the tune trammg actually 
commenced, much of what had been mparted m the "mduccion" had been lost, and many 
had been forced to seek work m other areas and other parts of the country For a 
sipficant number, the trammg actually received would have little to do with real 
employment or project possib~lities Th~s  delay, enormously h t r a t m g  to USAID/OTI, 
UNDP, and IOM, because of the loss of momentum and contmu~ty it caused, was 
reflective of the larger problem of non-transparent, politically motivated selection 
practices of the FGT The orgamzat~on refused to provide the tramee list until it was 
sat~sfied that the "right" people were gomg to be tramed 

Actual tramng began m late November 1997 with courses m masonry, carpentry, 
commerce, computer usage, sewmg, electricity, electromcs, auto mechanics, dnver 
education, and tailormg It was a complex undertakmg FGT selected the students, but 
IOM, had the respons~b~lity of p l m g  and contractmg 35 different trauwg events m 
nme different departments and mob~lizmg the students along wth  food and lodgmg 
arrangements (As explamed earlier, the tralrung "becas" had long smce been "eaten" ) 
By the end of the year, some 424 tramees were m courses or had completed tramng 
There were some short courses, such as dr~ver education, baklng and weaving that could 
be completed m a matter of weeks Most requred two to three months dependmg on the 
mstitute and the rntensity of the trammg Included m the group were 42 women The 
courses solicited most by the men were auto-mechanics, dnvmg, commerce and ta~loring 
whle the women preferred sewmg, tailomg and commerce 

63 Thls, m the wew of the evaluat~on team, IS a senous problem, and wdl be d~scussed m the concludmg 
chapters The PAREC program, dehcated to 'kemsercion" was to commence together wth the other major 
mcorporahon components of the USAID/LTNDP program, and at the time of the evaluation was a year 
behmd schedule, throwmg the overall program out of sync 
64 Interviews wth hspersos m both the field and the capital 



Subsequently, m the January through June 1998 period, followmg more or less the same 
scenmo, another 442 dispersos were tramed or had commenced trammg, t h s  tune wth 
43 women The preferences were as before except there was stronger mterest m 
agriculture on the part of the men The women added computer usage and coolung as 
priorities In all, 39 trammg events were realized durmg the period m the Departments of 
Quetzaltenango, Suchitepequez, Guatemala, Solola and Quiche 

Courses ran from 20 hours (for dnvmg and commerce) up to 3 15 for auto-mechanics, 
electncity, masonry or carpentry Agriculture required 240 and tailoring 280 On the 
average, trammg was divided mto 70% practice and 30% theory By the end of June 
1998, of the 848 participants, 665 had successfully graduated and 62 had dropped out 
The rest, 121, were still m trammg at the tune of the evaluaton 

Agam, quality was vmable, but m general acceptable Most of the tramng mstitutes 
were small and could be charactenzed as falr to excellent The strongest trammg 
programs by far were provided by the Institute Tecnologico Pnvado de Occidente m 
Quetzaltenango, whch ended up trarnmg well over half of all tramees, about 495, 
mcludmg a number that had left the program put on by Bartolo Perlo at Coban, which 
had been a disaster, and only ended up tramng 35 fkom the ongmally contracted 100 65 
By all accounts, the t r a m g  received m Quetzaltenango was first rate 

The trammg did not stop as planned at D+14 (June 1998) but contmued throughout 1998 
The last half of 1998 was to be the "follow-up" penod accordmg to the t r a m g  plan, but 
more time was needed for the tralnmg itself, and the job of gettmg the PIP program gomg 
and other priorities took precedence over the needed follow-up effort 

In the course of the evaluation, the team talked wth  some 50 former participants m the 
t r a m g  program lncludmg a group tramee session m the Foundation dedicated 
exclusively to tramng issues The followmg summarizes what the team observed 
together wth  its mam conclusions 

As observed above, most of the t r m g  was of acceptable quality, although some 
courses less so than others, with Quetzaltenango as the standout performer The 
pmcipal problem was that the tramng was c m e d  out m a vacuum, isolated fiom 
needed llnkage with either projects to come or employment There were some 
exceptions, especially m the case of masonry for those who went on to work on 
housmg projects, and, obviously, agrrculture Many of those tramed m commerce 
went on to run small stores under the PIP program There was, however, a serious 
gap It was only d m g  the conduct of this evaluation, that the Foundation's tralnmg 
program started attemptmg to get a readmg on which PIP beneficiaries had recelved 

65 IOM took appropnate achon m such cases, counselmg or sanchomg programs not perfomng to 
standard or cancelmg contracts altogether, as was the case wth Bartolo Perlo The trammg staff at IOM 
was constantly on the move m a supemsion effort whlch was extremely heavy Whenever possible, FGT 
t r m g  team members were mcluded But often they were not available for travel Interwew wth 
Francisco Ureta, Trammg Dlrector at IOM 
66 ~ e ~ 0 r t . s  fiom a sigmficant number of the Quetzaltenango tramees mncludmg those in the more complex 
courses such as auto-mechmcs, as well as field staff fkom IOM and the FGT 



trauung m what subjects, although the evaluators were told that the FGT had a data 
base showmg whch tramees had received what benefit overall 67 

In the team's conversations with tramees, many cases were found where computer 
tramees had no access to computers, dnvers with no access to a vehicle, auto- 
mechmcs with no access to a shop, tailors and sewers workmg m agriculture or 
commerce, and a number of store owners without a clue as to how to run a busmess 

Another problem area was that there had been no real attempt to determme aptitude, 
for given disciplmes, and people were selected willy-nilly for this and that course on 
the basis of self-selection and approval fiom the Foundation There was little 
counselmg of tramees regardmg their suitability for the tralmg or its relevance to 
their future Students complamed that the onentation sessions had not given them 
a sound basis for selectmg trammg options It had been too qmck and superficial, 
and there was not a senous attempt to help them understand the job market 

The trammg, although adequate whle it lasted, was too short to prepare students 
sufficiently for meanmgful entry level m many jobs Three months can not prepare 
an auto-mechanic or an electrician to do more than act as the lowest level helper m a 
repm shop 69 l k s ,  of course, also depends on the degree of follow-up support, and 
ideally a penod of apprenticeship t r m g ,  whch did not happen m t h ~ s  program 70 
Agricultural graduates stressed that methodology was Inadequate There was also a 
problem of comrnufllcation, m that many of the students spoke mostly their 
mdigenous language, and translation was either not available or madequate A 
number of graduates spoke to the team regardmg the lack of utility of the computer 
trmmg courses, whch mamly taught the "office" program for Wmdows 95 Several 
of these courses were for one or two weeks only, although some ran longer What 
they did not appear to do was to give them sufficient understandmg of concepts to be 
able to contmue worlung and learmng mdependently 

In the area of plannmg, supervision, and follow-up, there was a serious lack of 
attention People were tramed, and that was that, wth a few exceptions They either 
moved on to a PIP project or they didn't, but there was no attempt to ascertam what 
they were domg with the tralnrng or to assist them to find a job where the t r a m g  

67 As mentioned, the evaluation team repeatedly requested (verbally and in writing), unsuccessfidly, data 
and documentabon fiom the Foundabon on vmous subjects, but especially on the relation between trainmg 
and the PIP program The team also requested to see a demonstrabon of the database, also to no avail It is 
suspected that the nght hand didn't know what the left hand was domg Ths  now appears to be changmg, 
but it has been a long bme m commg 

Interviews wth  tramees m the Foundation 
69 IrvlIl Jones, member of the evaluabon team, a hghly tramed auto-mechmc and expenenced m auto- 
repm employment possibilities m Guatemala, on the basis of worlung wth  vanous beneficlanes trained by 
the program 
'O In the case of the PMA program, covered later m h s  report, tramees received five months of traimng m 
most cases plus a month of pad  apprenbceshlp trauung m a company engaged in producbon usmg the 
disciplme m question 
71 This may be an academc pomt m that so many of the "compute" graduates had no access to a computer, 
nor would they for the foreseeable future 



could be applied This was not done before or after the trammg, a complete absence 
of connection with the employment objective Others complamed that graduatmg 
students were given no tool packages, such as those handed out m the PMA/E 
program An entry level tramed carpenter, without a PIP project but without tools, 
had a serious problem fmdmg a way to make a l~vmg from his craft - the same for a 
barber or a tailor For those without a project or a job, it was "a hard drop m the 
curb " The fact was, people sunply did what they had to do, based on traditional 
patterns and personal connections 

On the bnght side, the prmcipal stakeholders learned a lot fiom the experience As 
the head of tralnmg for the Foundation observed, "knowmg what we know now, we 
could develop a perfect program " At the time of the evaluation, the FGT was 
gettmg serious about employment, and had made connections with the major GOG 
llnked but private sector supported trammg mstitute, INTECAP, which had 
previously been unwillmg to work with the URNG (INTECAP is known for its 
ability to prepare students for employment m the Guatemalan mdustnal sector, a 
major advantage ) The Foundation was also talkmg to the Chamber of Commerce 
and explormg possible employment options through that body Further, there is now 
an attempt to l~nk t r a m g  wth  productive projects, and thls is expected with the PIP 
I1 program, commencmg as this report is finalized The Foundation was also 
mterested m modular type tramng where students could go at thelr own pace and 
benefit from a more mdividually tailored program Fmally, m keepmg with its 
strategy for the "defhtive mcorporation" phase, the FGT planned on orientmg new 
trammg mtiatives toward constructive Integration of the beneficiary and h s  or her 
activity wthm community (also a PAREC concept) The major concern, of course, 
was money New plans and mstitutional wherewithal to Implement them were still 
basically unfunded, wth  the exception of the PAREC rograrn, whch was 
rigorously restncted to project specific mterventions 74 

In conclusion, the tralrung program was adequate withm itself, but madequate m relation 
to the rest of the mcorporation effort The needed llnkages were not planned or executed 
Given the position of the FGT dwmg most of the period, and its exclusive d o m i o n  over 
the selection of tramees and projects, there was probably not much that IOM or the 
donors could have done to correct the situation, except to take a stand and paralyze the 
program l h s ,  gwen senous delays already expenenced, was not an attractive option 

In terms of lessons for the future, they are fairly self-evident First, the rationale for the 
trammg should be clear If it is employment, that requires one course of action If it is 
for rmcro-enterpnse, that is another More than likely it should be a combmation of both, 
dependmg on the settmg and needs of the beneficiary group Secondly, a s s m g  that 
meanmgful employment is an objective, the market should be carefully assessed m 
advance Where and what are the jobs, and what are the skill levels required? Thlrdly, 
aptitude and attitude of tralnees should be assessed relative to preferences and suitability 
for different disciplmes In a word, tralnmg should be Integrated and rationalized wthm 
the framework of the objectives of the program 

72 Intermew wth Fernando Ascoli, Co-Duector, PAREC Program 



In famess, the Foundation and IOM were aware of these needs and had been for a long 
tune Part of the problem, m the case of the PIP program for the albergues, was the 
"delay - crunch" syndrome that the program kept passmg through Months would go by, 
and then there would be a crisis level push to get the component, whatever it was, on the 
road m tune Th~s  happened with all of the major components of the mcorporation effort 
m whch USAID and UNDP were mvolved As such, when the tune came to implement, 
it was difficult to focus on any thg  external to the immediate task at hand 

111) Productwe Incorporation Projects (PIP Program) for 
Dlspersos 

Once the alberque PIP projects were launched, the Foundation started workmg on its 
campaign for dispersos Projects were developed and approved m the Aprd- June 1998 
time period By the end of June, 161 projects had been lnit~ated with 289 beneficiar~es 
The projects were spread over 15 Departments w~th most of them clustered m Guatemala, 
Chunaltenango, Escumtla and Quetzaltenango, areas known as "low concentration" 73 

l lus tme, the design and development effort vaned sigmficantly from the precedmg one 
for the albergue group Flrst there was more tune Second, IOM got mvolved technically 
to a much hgher degree m the identification, review and approval exercise, facilitatmg 
genume feasibility analysis m each case It was still a rapid-fire dnll, but there was a 
larger, better staffed, more technical effort dlrected to it In consultation wth the FGT, 
and with donor baclung," IOM hued additional consultmg staff m the PIP area,75 
followmg the albergue exercise, out of concern for badly needed additional follow-up for 
albergue projects and to deal ulth strong pressure to move ahead quickly wth a large 
number of new disperso projects Although th~s  generated some fixtion between the two 
orgamzations, because the status and leverage of the FGT side of the equation was 
dimlnlshed, the product was worth it m the form of significantly enhanced, quality and 
performance The results have born out the wrsdom of the IOM decision 

Th~s  tlme around, beneficlarles were seriously mvolved m the identification and design of 
then projects and m domg much of the leg work on feasibility and market research They 
were also more heavily mvolved m site selection The projects for this group m general 
made more sense, and beneficlanes appeared to be more self-rehant As alluded to 
earlier, one hypothesis was that the hspersos, havmg had to survive on their own account 
for a penod approachmg a year after leavmg the camps, had developed survival slulls, 
become more self-reliant, and had a less dependent and more constructive attitude m 
general The obverse may be the case for albergue residents, who had had all needs met 
m the hostels for the better part of the precedmg year In its field mvestigation, the 
evaluation team found this to be true It was also found that the further away from the 

73 Other areas of "high concentrabon" ate to be covered by the EU through the PAREC program 
74 The USAID/OTI resident representatwe pushed the IOM project manager into talung h s  decision 
75 One of the consultants h e d ,  Irvm Jones, was the second member of the team for h s  evaluation 



Guatemala metropolitan area, the more enterprismg and positive many of the recipients 
became 76 

For whatever combmat~on of reasons, the figures speak for themselves The Sept 1998, 
IOM PIP evaluat~on, referenced earher, found the followmg 

Out of 44 disperso projects under lmplementation vrs~ted, 21 (47%) were assessed as 
either good or excellent (Four were m the excellent category ) Another 12 (27%) were 
considered "regular" or "OK", and the last 11 (25%) were cons~dered bad or a total 
fallure Thus, almost half of the disperso projects reviewed were good or better as 
opposed to only 26% m the case of the albergues In the other evaluation, carr~ed out by 
the OTI Res~dent Representatwe, out of a group of 15 d~sperso projects v~s~ted, 6 or 40% 
were judged good as opposed to 25% for the albergue group One was "OK" and four 
(25%) were weak as opposed 50% on the albergue s~de  77 

By way of companson, the Foundat~on d ~ d  ~ t s  own breakdown of qual~ty m August 1998 
class~fymg some 170 ~mplemented projects Into the followrng categories stable 
(meanmg relat~vely good), regular bust OK), and projects m crlsls In ~ t s  revlew the FGT 
found that 81 or 48% were stable, another 72 or 42% were OK, and 17 or 10% were m 
cnsls The cntena may differ a b~t ,  but the relat~ve proport~ons of these d~fferent revlews 
are m basic agreement Unfortunately the Federat~on breakdown &d not breakout the 
numbers for the albergue and d~sperso groups It does md~cate, however, that the 
Foundat~on IS bemg honest wth  itself on the quality Issue 78 

The evaluat~on vis~ted a number of the d~sperso projects and talked to the rec~pients m 
vmous workshops along wlth mst~tutional staff m the field and headquarters offices of 
rnvolved agencles General conclusions follow 

Although the d~sperso projects exhlbit many of the same problems and gaps that the 
albergue projects d~d ,  they d ~ d  so rn a much lower order In general, they were 
successfid, although sustamabil~ty m the long term was quest~onable due to llm~ted 
busmess experience of the benefic~anes, highly competltlve local markets and the 
nature of the enterprises themselves - low margm and low productmty 

The projects were providmg a valuable mcome supplement to the disperso group, 
although few were suffic~ent for the complete support of a famdy More often than 

- -- 

76 There was one particularly tellmg contrast noted between PIP workshops, both for stores, attended by the 
Evaluabon Team, one m Guatemala City wth  malnly urban recipients, and the other m Quetzaltenango, 
wth  a stronger rural and sem rural representation The Quetzaltenango group, noturlthstanding v~ablllty 
problems of its own, was sipficantly more positwe m outlook, creatlve in developmg solubons, and 
focused on lnnovatlon and mutual supporhng measures than the Guatemala group whlch, w th  few 
exceptions, preferred more money or hand holdmg from the FGT as the answer to all problems The 
Guatemala group was almost the m o r  unage of the Quetzaltenango group m terms of ~ t s  rather depressing 
readmg on Itself mdividually and collectively There was also a much more lively and able FGT 
coordmator m Quetzaltenango, whlch, undoubtedly contributed to the positive mndset of these people 
" IOM, "Prog~ama de Inserclon Productlva " and USAIDIOTI memo of Oct 5,1998, Dawd Gould 
78 Fundacion Gulllermo Tonello, Eqwpo Economco Productlvo, Informe Sobre la Implementation, 
Segumiento, Control y Momtoreo de 10s Proyectos Productlvos " August 1998 



not one or more members of the family or group worked on the outside to supply 
needed backup mcome Many of the projects were also providmg valuable busmess 
experience to some of the more enterprismg dispersos who may be able to use this as 
a sprmgboard to expanded ventures down the road 

Just as wlth the albergue group, these projects need contmued qual~ty follow-up 
asslstance and m a number of cases, those currently on a solid e m g s  growth path, 
would benefit from market credlt for expansion They also need more t r a m g  m 
bookkeepmg, management and marketmg There are a number of cases where if 
stores would band together, they could realize considerable savmgs from economies 
of scale m transportation and bulk purchasmg The will is there and good Ideas 
What is needed IS more mformation and access to existmg sources of credlt and 
techcal  assistance Often only a few hundred dollars of credit could make a major 
difference for expansion of a store, or a larger stove, or a new lme of merchandise 

Many of these projects are m fact contnbutmg to their communities through 
unproved servlce and competition m retailmg, supplymg a needed product or servlce 
(corn grmdmg, cheaper meals, a community nursery, an auto repalr shop, etc - See 
Annex on visits to project sites ) Generally these ventures have been well received 
m thew commumtles There was one particularly excitmg case m Xecoxol, 
Chmaltenanngo, vislted by the team, where an ex-combatant with an agricultural 
supply store, agreed to convert hls stock to all orgmc mputs (fertilizer, herblade, 
pesticide) m lme wth the latest recommendat~ons on organic f a n n g ,  which IS 

cheaper, produces better returns, and doesn't damage the envn-onment or health of 
the cornmmty Tlus followed an excellent, persuasive pltch by an IOM agronomist 
on the benefits of orgmc f a m g  to the commmty, whch became so enthusiastic 
that it persuaded h m  to come back the followmg week for a longer session with 
more farmers m the area In this case, it may be posslble for this store to brmg real 
and lastmg benefit to a cornmmty which previously had been tled (m the old 
"company store" context) through debt, to Input suppliers of chemcal products 
which have taken advantage of farmers m the hghlands for decades to the detrunent 
of thelr mcome generation abillty, thew soil, thelr health and the environment 

In conclusion, the PIP concept is a good one and should be considered for future efforts 
But, lt should be carried out m a sound professional manner m terms of feasiblllty and the 
market and s ~ t e  selection, selection of partlclpants, and adequate t r a m g  and technical 
asslstance To do lt nght the first time, saves an enormous amount of time and 
aggravation down the road At the tlme of the evaluation there was an enormous amount 
of moppmg up to do wth  margmal projects m the field on both s~des of the albergue/ 
dlsperso spllt The PIP 11 project should benefit from many of these lessons 

Although the grant Idea is a good one and mnovative, and lt certainly saved a lot of time 
m gettmg the project off the ground, a credit program should be considered for those 
projects that need lt and deserve lt fiom thelr record of performance This would not 
have to be financed by the project itself, just the dedication of enough technical tune and 
effort to facilitate llnkages wlth other sound banlung or NGO sources of market based 



credit It would also be good for these beneficiaries to have some experience wth credit 
for tunes down the road when opportumties for growth present themselves 

Trammg, obv~ously, should be strongly llnked to the PIP program, preferably after the 
subject of the project is ident~fied so the relevant courses can be taken It would also be 
mvaluable for many of the beneficiaries to have an ~dentified source of technical 
assistance or just the ability to ask key questions once m a while 

To state the obvious, not all projects are the same size and cost Some thought should be 
glven to differrng sizes of projects m terms of fundmg, based on the ab~lity of the 
beneficiary and the cost structure of the venture, although it is recognized that there are 
political and psychological reasons why this mght not be feasible m the short term 

On follow-up, the FGT, even if it had had adequate technicalexpertise, was hamstrung 
by staff and budget considerations Consultants and monitors had to travel by bus, foot, 
or h t c h g  a ride to many destmations Th~s  kmd of far flung program, however, 
demands high mobility Most of th~s  problem was probably of the FGT's own makmg as 
it had opportumties to take advantage of donor willmgness to ass~st early m the program 
It should still be solved for the future and for other programs There was certainly an 
urgent need at the tune of the evaluation m relation to t h s  component and many others 

Fmally, as with so many other aspects of h s  project, better dormation flow and shamg 
is essent~al Ne~ther beneficianes nor field staff were aware of opportun~ties for fkther 
t r a m g ,  techca l  assistance, credit and other important mputs that could be made 
available from time to t~me, nor did they have current market mtelligence 

Th~s  concludes the section on Program Content under Imt~al Incorporation The 
remamder of h s  chapter covers other contnbutmg and related activities financed by 
USAIDIOTI and UNDP 

4 Bas~c Edueahon and ~ ~ t e r a c f '  

The basic education and l~teracy campaign camed out m a partnership effort by the OAS 
and the FGT was one of the most successful elements of the overall mcorporation 
program It not only contributed significantly to a strengthenmg of bas~c educational and 
literacy levels amongst the URNG rank and file and a substantial number of their 
"civilian" neighbors, but also m a very meanmgful way to the reconciliation process 
between ex-combatants and thelr communities Part~c~pants and commun~t~es alike 
remember it today with great respect Its only real shortcommg may have been that it 
ended too soon, m May of 1998, after only one year of highly productwe act~v~ty 

79 Matenal for tb~s  sechon comes fiom a) OAS, "De Combabentes a Educadores", June 1998, b) OAS, 
"Escuela sm Paredes", June 1997, c) IOM, "Componente Onentaclon Vocational", May 1997, and 
mterviews wth  OAS Program Director, Raul Rosende, IOM T r a m g  Dwector, Francisco Ureta, and FGT 
Education Duector, Francisco Runola, along wth and a number of former URNG "promoters" 



The genesls of the program came from a June 1996 meetmg of the General Assembly of 
the Organization of Amencan States (OAS) m Panama m which members agreed to asslst 
Guatemala withm the framework of a resolut~on supportmg democratization and the 
peace process It also responded to the basic "Incorporat~on" Peace Accord wh~ch called 
for specific sub-programs for literacy and techn~cal trammg 

The OAS already had considerable experience m such programs from its work m other 
post conflict sltuatlons m Nicaragua, S m a m e ,  and Wait1 Drawmg from those efforts, 
the basic rationale for the Guatemala program was to a) address the need for the 
formation and promotion of civic values among post conflict populations and b) 
contribute to the mcorporation process through development of basic slulls essential for 
social and economic mtegrat~on USAID/OTI and UNDP jomtly funded the program 
through IOM at a level of $987,000, of which the USAID share was $357,000 

h 

In January 1997 the OAS Un~t for the Promotion of Democracy and the URNG 
Education Team began developmg program strategy The immediate priority was to 
establish the educational level of ex-combatants m the camps and to provide them w~th 
onentation on civic values and vocat~onal options This was to be followed by a more 
comprehensive program m communities where they were to be reincorporated The 
program was designed m four phases mcludmg 1) formation of education promoters, 2) 
education m the camps, 3) education m resettlement and re-mcorporation comrnumties, 
and 4) educational testmg and validation of new levels achieved by part~cipants 

The first and second phases of the program were descnbed m the earlier section on the 
Emergency Phase, Demobil~zation and the Camps, (See IV A ) As mentioned, 128 
educational promoters, drawn fiom the better educated ranks of the URNG, were put 
through an mtensive 35-hour program m Totonicapan m preparation for the camp phase 
(Subsequently, another 49 promoters were tramed and added to the group m response to 
the magmtude of the work m the community phase of the program ) The promoters were 
tramed by ten "education techclans", drawn from the URNG and the OAS, who stayed 
on m the capacity of supervisors and momtors for the rest of the program, thus providmg 
consistency and contmuity m the commwty phase The decision to use URNG ex- 
combatants themselves as tramers and field cadre for the program was based on the 
conviction that thelr previously established levels of trust w~th  the group would facilitate 
a more productive teachmg relationship From expenence h s  proved to be a correct call, 
as venfied by ex-combatants mtervlewed, teachers and students An added benefit was 
that the program kept the ex-combatant promoters busy, trained them and gave them 
work whch was good for motivation and group unity, not only for them, but for those 
with whom they came mto contact, mvolvmg everyone m a can-do mentality whch was 
probably as important for the leammg process as what was bemg taught m the courses 

The camp phase of the program was highly successful m terms of ~ t s  objectives of 
providmg basic l~teracy and civic format~on tramng and establishmg educational levels 
of some 2,765 participants As reported earlier, the same cadre of promoters also 
provided basic vocational onentation m the camps based on IOM t r a m g  and 
supervision The educational level ("homologac~on") activity (mcludmg the conduct of a 



serles of exarmnat~ons) was adv~sed and ass~sted ably by the Ivlin~stry of Education, the 
National Cornrmttee on Literacy (CONALFA), which handled the primary level, and the 
Santiago Development Program (PRODESSA), which dealt w~th secondary testmg The 
tramers succeeded m achevmg a passmg ratmg for 98% of the tramees m prlmary 
educat~on and 66% at the secondary level Th~s  was espec~ally s~gn~ficant glven the ex- 
combatant and campesmo background most of the participants who had little or no 
expenence m formal study (40% w~th  no formal schoolmg at all), compl~cated by the fact 
that t r a m g  and testmg had to be given m as many as nme d~fferent mdigenous 
languages m add~t~on to Spmsh It was a well planned and orchestrated exerclse carr~ed 
out with preclslon m a very lmted  t~me  period, less than a month and with only three to 
four hours a day to work w~th  As reported earher, ~ t s  only real shortcommg was that ~t 
was too short to accomplish much m terms of actual educat~onal progression and 
retent~on of matenal imparted, espec~ally m the area of vocat~onal or~entatron 8' 

Immed~ately followmg the departure of ex-combatants fiom the camps, the program 
commenced m earnest at the cornrnun~ty level, startmg w~th a second trammg semmar for 
promoters, t h ~ s  t ~ m e  w~th  177 partic~pants and mcludlng some cornmumty organ~zation 
techmques along wth  educat~on and literacy The stated purpose was to "ambientar" or 
orient and condit~on the mplementat~on of the project to the soc~al condtions of the 
benefic~anes, and to avo~d the contextual separat~on of the beneficlanes fiom thelr local 
envuonment 82 Hlgh levels of mteractwe learmng, creat~vity development and 
commun~ty rnvolvement were mcorporated w ~ b  the methodology employed 

On commencement, the program was m e d a t e l y  faced with a complex logistical 
constramt assoc~ated with the h~gh level of terntonal &spersron of the group and its 
relocat~on m d~fficult-to-access geographc zones d~stant from the cap~tal These areas 
also suffered fiom a severe lack of basic dastructure and hgh levels of poverty and 
~lhteracy The s~tuation required an agle and flexible organ~zat~onal scheme that could 
contend w~th  major problems of transport, cornmun~cat~ons, and support Imposed by 
~solat~on and local cond~t~ons A pyramdal structure was dev~sed for the program wh~ch 
matched each promoter wth  one or more local ex-combatant groups, or "nucleos 
educat~vos" whch rn turn could mcorporate one or more small v~llages or ne~ghborhoods 
Each promoter then had to conduct sessions at several d~fferent educat~onal levels, wh~ch 
requxed a correspondmg orgmzational effort on the part of local ex-combatant groups 
along along w~th  a substantla1 number of "civ~han" partic~pants The overall structure 
covered 2,668 ex-combatant beneficlanes m 224 "nucleos" (each nucleo had ten or more 
students) m 25 1 commum~es spread over 76 munmpalit~es and 16 departments 
throughout the country TIUS m turn requxed a dynamc momtormg and supervisory 

effort on the part of technical staff from the OAS and the FGT urlth strong support fiom 
the b s t r y  of Education, CONALFA and PRODESSA Promoters, for example, 

The education program had to be sandwched in among a plethora of other activities in the camps 
mcludmg dally political onentation by the URNG, health and docurnentatlon services, coolung and cleanup 
duties assigned, recreatlon and camp policmg and mamtenance 
81 The vocatlonal onentation component of the trainmg used the same educatlon promoters, but was 
supemsed by IOM 
82 P 11, OAS, "De Combatientes a Educadores" 



received contmum updatmg and refiesher trammg through monthly group meetmgs w~th 
the techtllcal staff h 

With respect to matenals, 25 texts were developed m such diverse fields as mathematics, 
Spmsh, literacy, natural sciences, health education, accountmg, civic formation and 
others These were elaborated m accordance with standards required by the &istry of 
Education and also had to be appropriate for adult education m a campesmo context The 
texts further promoted commuty organization and self-help concepts woven through 
examples gwen to illustrate academic or technical pomts bemg taught 84 

The final numbers speak for themselves A total of 3,338 beneficiaries attended classes 
mcludmg a community civilian participation of close to 40% A total of 2,108 students 
were evaluated by techmcal personal at two prmary levels and one secondary Of these 
1,8 17 were successfully promoted to higher grade levels Basic literacy trainlng was 
given to 262 beneficiaries Another 943 were educated at the primary level Another 
1,200 were educated at the sixth grade level and 973 at the junior high ("tercero basico") 
level ready attend high school or "bachillerato" programs 

In summary, the program was carned out wth energy, creativity and mtelligence at all 
levels One mportant measure of the success of the program was the high level of 
participation by non-demobilized members of surroundmg communities, which arrived at 
38% of the total group of beneficlanes This facilitated a major community level impact 
m the form of reconciliation and unproved relationships between ex-combatants and their 
neighbors It also spurred the development of local mitiatives resultrng m cornrnumty 
action projects such as schools and other small public works 85 

The program came to an end m May 1998, much to the disappomtment of students and 
promoters alrke The most senous criticism of the effort would has to do with this fact 
First, there was real momentum m the activity and real progress berng made m education 
and m remtegration of ex-combatant populations wthm theu communities as well as 
mcreasmg local mitiative Secondly, the cadre of tramed promoters represented a 
sizeable, capable and motivated force of agents which could have been productively 
utilized either to carry on the program and attack other needs m the area of community 
action and self help targeted on conditions of poverty and deprrvation m these areas At 
the tune of the evaluation, most of the promoters had returned to other jobs or enterprises 
of theu own choosmg and were lost to the program, although they still represent a 

83 Accordlug to the OAS, there was a mechmcal problem that resulted m substanhally delayed payment to 
a large number of the promoters m the field due to logstical and cornmumcabom constrants It was a real 
creht to the program, however, and its myshque, that the promoters contmued mtermpted  service in 
thelr commuflltles for penods of two to three months before finally receiving back pay and other costs 
84 There was a struggle maally between the OAS and the URNG regardmg the ideologxal content of the 
matenal The OAS was eventually able to preva~l, however, and assure that the teachmg matenal was 
baacally fiee of political bias 
8s Ongmally non-URNG members were opposed to the program, vlewmg it llke "secret cells" plotting 
together As a product of a senes of meetmgs wth  the FGT, the GOG and the Donors, however, it was 
decided that the only way to placate these people was to include them m the classes, fiom where they went 
on to partlapate act~vely and become fhends wth  other students - an unantmpated, but rather lnsplnng 
benefit 



resource that could be identified and tapped m future efforts (Some have contmued m 
the teachmg profession, capitalizmg on their experience and trarnrng )86 

To be farr, there are other actrvrties available for both ex-combatants and the general 
population whch can and do substrtute for the now terrnmated education program One 
of these is the School Wrthout Walls activity now bemg Implemented by the FGT with 
NGO support fiom Manos Unidas Another is the radio "distance" education program 
bemg managed by the Tkal Foundatron for the primary grades Fmally, the program m 
general advanced the educatronal process greatly m the comrnunrties m which it operated, 
generatmg strong, contmumg mterest m educatron and puttmg add~tional pressure on the 
Mmstry of Educatron to respond withm the broad context of the Modemzation of the 
State mandate under the Peace Accords '' 

5 Social Communlcahon ~ a m ~ a i ~ n "  

"No me mres como extrano pues soy de tu propra sangre, que si me hi a la 
montana para luchar contra el hambre ahora que vuelvo a mi tierra vuelvo 
dispuesto a abrazarte, a cultivar a tu lado la lustorra de nuestros padres y 
sembrarla en nuestros hrjos sm odios ru enemistades "*' 

In compliance wrth the Incorporatron Peace Accord, the purpose of the campagn was to 
educate the Guatemalan publrc on the mcorporatron process and the content of the Peace 
Accords The rdea was to create an atmosphere of harmony and dialogue to facrlrtate the 
peaceful mtegratron of ex-combatants and then commumtres The campagn was focused 
on comrnunrties of hgher nsk for conflrct m order to "sensitrze" them to the importance 
of compliance wth  the accords and the benefits of peaceful mcorporation 

Planrung for the Campargn for "Sensrbrlrzacron Socral" began m May of 1997 
Implementatron drd not commence, however, until January of 1998, havmg been delayed 
repeatedly m CEI meetmgs by debate over need, m relatron to other public mformatron 
efforts by the Government, as well as concern over qualrty and sutabilrty relative to the 
sensrtrve and evolvmg srtuatron m the countrysrde 

The campaign was approved m pmcrple m the October 14 session of the CEI and a 
specral tripartrte "technrcal secretmat" (IOM, FGT and GOG) was set up to plan and 
oversee the program The secretarrat came under the drrectron of a sub-comwssron of 

86 The USAID hhssion is now loolung mto the possibility of mcludmg some of them in a teacher 
trillfllllgkertifica~on program whlch w11 enable them to teach in the official GOG system 
'' The GOG is c o m t t e d  to substanhal mcreases m national budgets and outreach for Education and 
Health semces for all Guatemalans under the Modemzation of the State mandate 

Matenal for h s  section is drawn malnly fiom IOM, "Informe Final - Campana de Sensibilizacion Sobre 
El Proceso de Incorporation de la URNG a la Legalidad" and interviews wth Beatnz Azurdia and Catolina 
Mz, Coordmator and Field Momtor for the campaqp respectively 
89 Principal message of the campzllgn whxh was also broadcast m the pmcipal languages of the zone of 
coverage, loosely translated "Don't look at me as a stranger, I am of your own blood, and if I went to the 
mountam to struggle agalnst hunger, now that I return to my land I am ready to embrace you, to cultwate 
at your side the history of our fathers and to seed it m our sons wthout hatred or ammosity " 
90 USAID cable reportrng on October 14 session of the CEI 



the CEI for communication mcludmg the URNG, the GOG and the Internat~onal 
Community The campaign was financed by USAIDIOTI ($80,000) and UNDP 
($30,000) through IOM (which put up $30,000 of ~ t s  own money fiom Geneva) 
Management of the campaign was assigned to a workmg group consistmg of a 
Coordmator fiom IOM and techmcal advisors, one each fiom IOM, FGT and the GOG 

The approach and plan adopted for implementation consisted of a series of workshops m 
areas of greatest potentla1 for renewed confl~ct along with a remforcmg rad~o campaign 
The workshops were directed to commun~ty leaders and representat~ves of the 
demob~lized populat~on wrth the purpose of achievmg a multipl~er effect through 
contmumg commmcat~on by participants with then neighbors 

The workshops were meticulously planned and carned out m 16 mmcipal~ties and 9 
departments of the country selected fiom areas where there had been detected some type 
of rejection or conflict w~thm the mcorporation process and where there were large 
concentrations of ex-combatants The order of execution was d e t e m e d  by the degree 
of conflict found m the target areas The first four c o m m u t ~ e s  mcluded Colotenango, 
Huehuetenango (where ten ex-PAC members had been condemned for human rights 
v~olat~ons)~',  Qu~che (where a strong pol~t~cal d~fference existed and where 393 ex- 
combatants were concentrated), La Libertad m the Peten (one of the most conflictwe 
zones durmg the war), and the fourth m Ixcan, Quiche, where a higher level of rejection 
had been observed (problem of the Ixcan Grande Cooperative - see Section IV, B 2 ) 

Fifteen days before a workshop, the worlung group would call a meetmg of local leaders 
m the selected cornmmty along w~th  m m c ~ p a l  authorrties and other orgamzatlons m the 
area FGT and ex-combatant representatlves also attended In t h ~ s  gathemg, the 
workshop would be explained m deta~l and concerns would be put to rest Three days 
before the workshop, one of the promoters would travel to the commwty to ver~fy all 
deta~ls, and agam one day before to fmal~ze arrangements rncludmg audio visual aids, 
speaker system, seatmg, etc Standard conference fare was util~zed mcludmg fllp charts, 
overheads, note bmders etc , and relevant matenal was handed out Most of the 
workshops were held m m m c ~ p a l  halls and had a durat~on of one day In SIX of the 
workshops, a translator had to be used to deal w~ th  md~genous language requirements 

Attendance was better than had been hoped, c o m g  to 1,375 part~c~pants m all, fiom all 
targeted sectors mcludmg local authont~es and munmpal officials, the demob~l~zed, local 
improvement comrmttees and other comrnun~ty orgamzations, teachers, neighbors and 
women's groups Also attendmg as observers and lendmg add~tional cred~b~l~ty to the 
gathemgs were representat~ves fiom MINUGUA, FONAPAZ, the OAS, FGT, and IOM 

91 The PACs were armed civd defense patrols, drawn fiom rural cornmumties and set up by the Guatemalan 
Mhtary dutlng the worst years of the conflict, to identify and destroy elements sympathetrc to the 
murgency They generated extreme hatred Th~s decislon was controversial and generated strong feelings 
on both sides in that PAC members themselves were also victlms, having little choice in the decision to 
participate (the alternattve bemg to be lulled as "sympathzers") 



The methodology utilized was hghly participatory and lnvolved group identification, 
analysis and resolution of potential problem areas The workshops commenced with an 
exposition and on the purpose of the exercise to make sure all participants were 
comfortable, and then contmued wlth a detailed explanation on the Global Peace Accord 
on Human fights focusmg on nghts, duties and responsibil~t~es shared by all m order to 
comply with the Accords They further emphasized the rights of ex-combatants to return 
and be treated llke other cit~zens with a special focus on the responsibil~ties of all citizens 
to bulld a better, more tolerant and mcluslve Guatemala Techniques utilized to assure 
adequate participation mcluded questions and answers, workmg groups and games 
related to themes under d~scuss~on Forgweness was requested for persons that had 
caused pam and damage At the close of each workshop, all participants held hands to 
demonstrated solidmty and understandmg, followed by a fiesta and dancmg 

From all reports the workshops were well planned and executed and had the desved 
result Evaluations collected followmg each session were almost urzlversally positive 
Each workshop was planned and carried out with the character and needs of the local 
group m rmnd based on extensive checkmg and preparation prior to the event 

The program also mvolved a radio campaign broadcast nationally and with greater 
mtensity m areas of past and potentla1 conflict The messages were produced m Spanish 
and relevant mdigenous languages The campaign was carefully momtored by the 
workmg group to assure quality and consistency The quotation at the beglntllng of t h s  
section was one of the messages Others mvolved slrmlar themes The campaign was 
c m e d  out m two parts over a five month penod, Apnl to September 1998 

In general, the evaluation team found that the social communication campaign was a 
great success and c m e d  out with genume sensitivity and mtelligence Agam, m 
hdsight,  the only real shortcomrng was that lt should have started earlier and been 
c m e d  out over a longer penod At a pomt m the not too distant future, when contmumg 
mplementation of the accords mevitably develops new ragged edges m the countryside, a 
repeat performance of th~s  effort could be key to headmg off renewed conflict m hgh nsk 
areas There is still great ignorance throughout both urban and rural Guatemala on what 
the Peace Accords really mean and mply for the future m terms of behavior and social 
and econormc mteraction at the community level Also, valuable expenence and lessons 
have been gamed whch should be retamed for the future 

A repeat of the campaign, updated appropnately for the Definitive Incorporation stage, 
could be especially useful m those areas to be covered by the EU financed PAREC I1 
program which to date has not commenced and may not for several more months The 
group to be assisted by this program, some 1,500 or more ex-combatants and supporters, 
have still received virtually nothmg substantive m the way of mcorporation assistance 

One final recommendation for future programs of t h s  nature would be to mtegrate the 
education and social comrnutllcation campaigns The educat~on effort did much to 
further the reconciliation process, and the cadre of tramed promoters could be especially 
effective m canyrng the message of the Accords to areas of greatest need They could 



also perform a valuable follow-up service m malung sure that the message was fully 
absorbed and appreciated through classes and community organization efforts 

6 Return of External structuresg2 

From the b e g m g ,  the URNG was concerned with the return of its "External 
Structures" from Mexico and other countries A CEI worlung group was set up m May 
1997 to plan the return, the cost of which was ultunately shared among USAID/OTI, 
UNDP, EU and the Government of Sweden Total cost came to just over $87,000 

The objective of t h s  component was to return 15 1 families (493 persons) from Mexico 
and other countnes mcludmg Australia, Canada, Costa Rxa, Cuba, El Salvador, 
Nicaragua and the Umted States It was a complex undertakmg requirmg formal 
arrangements m the countries of ongm, transport of persons and belongmgs by land or air 
to Guatemala, temporary room and board after arrival and transport to fmal destmations 

The exercise was executed under the direction of a special sub-commission with 
participation fiom the FGT, SEPAZ, FONAPAZ, CEAR, UNHCR (HI& Comrmssion on 
Refugees), MINUGUA, IOM and the Sparush Red Cross The GOG Muustries of 
Foreign Relations (and overseas consular services), Fmance (customs service), 
Gobernacion (national police) and Health (hospital services) were also mvolved as was 
Medicos sm Fronteras m the area of health services The plan, coordmated by SEPAZ 
and unplemented prrrnanly by IOM, Involved a senes of steps m a hghly articulated 
process mcludmg return documentation, purchase and delivery of alr tickets, transport by 
land fiom Mexico, separate transport of belongmgs, transfer and temporary housmg of 
returnees m hostels, warehousmg of belongmgs, documentation of beneficiaries m 
Guatemala and "becas" for trammg In the case of the Mexico group, all returnmg 
beneficianes were accompamed m Mexico by UNHCR representatives and met at the 
border by CEAR for transfer to either the Capital or Quetzaltenango Most of the 
returnees were brought back between July and September of 1997 Each returnee (1 53 m 
all) received a t r a m g  beca sirmlar to those received by the disperso group, except these 
were somewhat larger, a total of 45,250, or around $860 

In conclusion, the component dedxated to return of external structures was successful 
and ehb i t ed  an extraordinary degree of coordmation among the wide array of agencies 
mvolved What to do w t h  these people, however, and how to help them remamed a 
subject of contmumg debate between the FGT, the GOG and donor community They 
were explicitly excluded fiom the mamstream PIP and tramng programs financed by 
USAID and UNDP, despite repeated requests and protests fiom the FGT, although they 
were mcorporated to a llmited extent m some of the vocational trammg, especially late m 

92 "External structure" is a URNG euphemsm for e~ther combatants or active supporters who left the 
Guatemala d m g  the conflict and contmued to support the cause in vanous ways fiom outslde the country 
mcludmg log~stics, pubhcity, mternational relations etc Matenal for h s  sectlon is drawn pnmmly fiom 
IOM, "Prograrna de Retorno de Las Eatructuras Externas de la URNG " December 1997 



the penod They will also be covered by the PIP I1 project comrnencmg m December 
1998, however, and wl l  be elrgble under the PAREC II program 93 

7 Outreach Centers and Inshtutional Strengthening of the F G T ~ ~  

The evaluation was able to collect only mmimal documentation on implementation of the 
L L ~ ~ l ~ t ~ t u t ~ ~ n a l  strengthermg" area of the program Some $89,000 was cornrnrtted for 
outreach centers by USAID/OTI with another $144,600 comlng from UNDP The 
purpose was to strengthen lnst~tut~onal capac~ty to Implement the program m the field 
Fundmg went to cover costs assocrated wrth opelung "outreach" ("modulos de apoyo") 
centers (rent, staff, computers, pmters etc ) together wrth the Foundatron's six regronal 
offices m Quetzaltenango, Solola, Mazatenango, Santa Cruz del Quiche, Coban and 
Santa Elena in the Peten In addltron, another $172,000 was cornrnltted by USAID/OTI 
and UNDP (OTI share $67,349) to strengthen headquarters capac~ty to rmplement 
programs m the field covemg two vehcles plus some operatmg and staff costs 

The SIX centers were opened m Apnl and May of 1998 The team physrcally vrsrted only 
one of these, the Mazatenango office The team did, however, questron regronal 
representatrves fiom offices m the Peten, Quetzaltenango and Masatenango along wrth a 
number of other Foundation and IOM consultants and officrals concernrng the subject 
The followmg are observat~ons drawn fiom the lnformatron available 

Fust, notwrthstandmg the USAID/UNDP contributions, the mstitutronal capacity of the 
Foundation m the field was severely lackmg m the followmg areas 

- Transportahon and Mobrlrty Freld office personnel were basically wrthout vehcles 
They depend on other orgamzations such as IOM, MINUGUA, donors and the GOG 
to supply transport for visrts to project srtes When on then own, they had to take a 
bus or walk This obviously llrmted capacity to Implement tlmely follow-up actlvity 

- Information Although regronal offices now share a data base wth FGT headquarters 
showrng beneficranes and key mformatron, they appeared to be almost totally lackmg 
m mformatron regardmg program p l m g ,  rmplementatron arrangements, resources 
avarlable, potentrally forthcommg assrstance and outsrde opportumt~es Thus therr 
abrlrty to assrst beneficiary groups m p l m g  related to current and future assistance 
programrmng was almost ml Nor were they m a posrtron to assrst wrth llnkages to 
external sources of assistance mcludmg NGOs and Government agencies 

93 There was an equlty concern w t h  the external structures, in that some of them were rumored to be on at 
two and perhaps three lists (A, B & C) enhtlmg them to multiple benefits Hard evidence of t h s  was not 
avadable, however, due to the refusal of the FGT to share mformation on who had received what benefit 
IOM Qd keep such records and found no evldence m this case, and MINUGUA eventually made the FGT 
lists public allovmg further checlung whch llkewse turned up no evldence, although m other cases the 
Foundanon had tned to pass off both list B and C people as List A types In future programs, a common 
database, avalable to all agencies, w th  key detad on all beneficianes, mcludmg benefits received and 
entitled, wl l  be cntical to assung transparency and equlty m program implementation 
94 In the absence of much documentation, h s  section was drawn m d y  fkom interviews wth  FGT 
personnel at all levels m addhon to others in the GOG, IOM, UNDP and USAID 



- Techcal  Capac~ty There were some excellent field personnel m place w~th strong 
leadershp skdls, energy and good w~l l  They were spread extremely thm, however, 
over major geographc areas of respons~b~l~ty and had no real capac~ty to deal w~th 
techca l  and financ~al problems encountered m thelr terr~tor~es Essent~ally, all 
problems worth solvmg had to be referred back to headquarters These people, by 
and large, had good surwval slulls and could offer moral support, but the~r ab111ty to 
adv~se on a techmcal level regardmg management of projects, marketmg, product~on 
operations, etc , was seriously laclung They also appeared to have M e  knowledge 
regardmg other ava~lable resources for techmcal assistance and cred~t fiom trad~t~onal 
sources such as NGOs, the Government, and the banlung sector In a word, they were 
not "plugged m" and appeared to be worlung m ~solat~on, much l~ke  most of thelr 
beneficlanes For the most part, they wa~ted for the benefits to flow fiom whatever 
donor or Government financed program was on tap at the moment 95 

There was one outstandmg except~on to th~s, the reg~onal coordmator m the 
Quetzaltenango office, who appeared to be very knowledgeable, on top of the 
program, and able to exerclse cons~derable mfluence over events by sheer force of 
w~l l  She was constantly chargmg around brmgmg people and resources together and 
coordmatmg helpful act~v~ties between the FGT, the GOG, and donor programs 
lncludmg USAIDIUNDP and the EU She also clearly had the confidence of the 
people she was tryng to help a s  exception to the rule demonstrates, as always, 
that the most mportant factor of all IS people and motivat~on, although ~t would have 
been a great help to her to have a vehtcle and more resources at her d~sposal 

Second, as reported m Sect~on IV B 1, the mst~tut~on m general suffers from the same 
general shortcommgs It IS severely lackmg m mob~lity and log~st~cs capab~l~ty, 
information (at least lnformatlon ~t is wlllmg to share) and techcal  capaclty Thls IS 

recogmzed by all parhes lnvolved m the mcorporat~on program mcludmg the Foundat~on 
itself and the GOG In a September 1998 report, commentmg on the need for 
mst~tut~onal strengthemg of the FGT, the CEI recommended that a senes of measures be 
estabhshed, among other thmgs, to ass~st the organ~zation through mst~tut~onal 
agreements w~th Government entlt~es for program execut~on (wh~ch presumably would 
prov~de some overhead), support for access to fmanclal resources, and adv~ce and 
tramng to elevate its techca l  capaclty 96 

In mterviews mth the President of the Foundat~on and program directors, t h ~ s  same 
message was echoed The FGT would prefer a trust fund arrangement and unfettered 
access and control of resources for program mplementat~on, but also adrmts to an urgent 
need for technical strengthemg m vmous areas where gaps ("lagunas") ex~st mcludmg 
strategy formulat~on, program planrung and management, housmg, credlt, mformat~on 
management, techca l  traltllng and others The Foundat~on also clearly needs 
strengthemg m a host of other Important areas havmg to do wth governance (both of the 

95 This was parhally a resource problem and partially, the evaluators believe, one of Ideology and a felt 
need to be fiee of dependence on tradtional government and pnvate sources, whlch normally came wth 
s m g s  attached Thus imagination and mtiative relat~ve to such sources was severely constramed 
96 P 12 CEI, "Balance del Programa de Incorporac~on de la URNG a la Legalidad", September 1998 



mstltution Itself and the demoblllzed population) and admlnistratlve management 
mcludmg personnel, resource mobilization and the llke Although the extent of the need 
does not appear to be adequately recogmzed, there IS a growmg appreciation that wdl 
undoubtedly mcrease over time 

Perhaps the greatest need of all 1s slrnply for a stronger organizational team which will 
requlre hgher salaries and the ablllty to offer stable employment 97 The questlon IS, 
where can the Foundatlon turn at h s  pomt for the requlred assistance? The orlgmal set 
of donors, with the advent of the end of "mtial mcorporatlon" and w~th  lncreasmgly 
scarce resources, is now movmg back to regular mamstream and other emergency (such 
as reconstruction from Humcane Wtch) program priorities m Guatemala and 
elsewhere '* (The one exception, of course, IS the EU mth its PAREC II program Thls 
will be a relatively modest effort, however, at a little over $5 0 mlllion, and IS not 
targeted on mstltutional strengthemg ) 

To be far, the Foundation has recelved assistance from other sources to date mcludmg 
the Government of Span (the pmcipal institutional donor), the European Union and the 
Nordic countries through UNDP Most of the existing commitments, it IS understood, are 
now near exhaustion The PAREC 11 program may possibly provide some additional 
lmited assistance, once it comes on lme, but it will be directed only to those elements 
whch dlrectly support mplementat~an of the PAREC program, as designed, m the field 

There is now a truly urgent requuement for the Foundatlon to seek addltlonal fundmg for 
appropnate types of assistance rncludmg a strong dose of capaclty buildrng through 
trammg and techca l  assistance The team understands that the GOG deslres to assist m 
h s  effort 99 

In conclusion, the team has two observations Fust, lf the final mcorporation phase of the 
program is to be mplemented effectively, considerable strengthemg of the FGT is 
essential now and over the commg months Hopefully the Government will work with 
the Foundation to ldentlfy and effectwely tap sources of such help, both financial and 
techca l  Part of thls effort will also have to deal wlth the need to develop greater 
transparency and accountability on the part of the Foundatlon m order to develop the 
donor confidence requred for needed Investments l h s  is not m place now loo 

97 The team &d not get a salary schedule, but from mterviews it appears that Foundation staff at the 
operabonal level receive low salanes relative to simlar personnel in other orgamzabons such as IOM and 
Government Agencies It is also rumored that they are obliged to contnbute a substantial sum (1 0-1 5%) on 
a contmumg basls to the URNG 
98 Ths, of course, is happenmg m the case of USAID wth the departure of OTI It IS also happenmg wth 
the UNDP to a lesser extent UNDP assistance w11 contmue for a whle at a lower level wth a follow-on 
productwe project program, PIP 11 That a it, however, for the "mcorporation" program dedicated 
specifically to the demobilized populabon Interview wth Mma Noel Vaeza-Ogilvie, General Manager of 
Recovery, Reconciliation and Reform Programs at UNDP 
99 In tmew wth Eduardo Aguure, Dlrector of Incorporation Programs, SEPAZ 
loo Interviews with UNDP and IOM staff mdxate past problems obtaimng an adequate rendemg of 
accounts from funds contributed for speclfic purposes 



Secondly, there IS an obvious lesson here for the future This IS that the strengthenmg 
component for the ~mplementmg organ~zat~on on the msurgency side should be 
negot~ated and started early, preferably before program commencement In order to 
secure the needed cornm~tment to accept technical assistance early on fiom sources 
outs~de of the ~deological orbit of the organization, ~t would probably help to have such 
organlzat~ons as the FGT and ~ t s  s~ster foundation m El Salvador argue the case on the 
basis of experience and tough lessons learned 

C Ass~stance to GOG Mlhtary EX- omb bat ants'^' 

The progam component dedicated to the soclo-economc remtegrat~on of the 
Extraordmary Mob~le Mil~litary Pol~ce (Policia Militar Ambulante Extraordmaria- 
PMAIE) IS one of the success stories of the demobil~zat~on effort From the begmnmg it 
was well planned and executed by IOM wth  strong support and collaborat~on on the part 
of the GOG and the Armed Forces There are lessons to be learned, to be sure, as will be 
seen below, but the activ~ty stands m contrast to the URNG side of the program m terms 
of its comprehenswe nature, cohes~ve design, mternal cons~stency and relatively problem 
fiee unplementation The pmcipal reason for t h ~ s  IS that the program was basically 
managed by a smgle competent ent~ty, IOM, although with techn~cal co-drrect~on by 
FONAPAZ It did not have to contend wlth the tug-of-war type "co-direction" factor that 
plagued the URNG program The hghly pos~tlve roles of the Government throughout 
(SEPAZ and FONAPAZ) and the Military m~t~ally, were also key factors 

By way of background, the genesls of the program came from the Accord on Cw11 
Authority and the Role of the Army m a Democratic Society signed m Mexico m 
September 1996 wluch m Article 62 stated that the PMA would be d~ssolved w ~ b  one 
year from the signmg of the final Peace Agreement The same art~cle went on to state 
that the Government c o m t t e d  ~tself to des~gn and execute programs that would permlt 
the productwe remtegrat~on of demobhzed members of the Army To be more spec~fic, 
the bod~es ment~oned m the Accords to be demob~l~zed were both the PMA "Ordmana" y 
"Extraordmma" (PMMO and PMAIE - ordmary and extraordmary) The P W O  had 
dut~es directly llnked with the regular army wlule the PMAIE mamly prov~ded secmty 
servlces for State and pnvate mstitutions In order to enter mto servlce w th  the PMAE a 
sold~er had to have first been a member of the PMAIO for somethmg llke three to five 
years Both bodies were considered ehte corps m relat~on to secunty and partic~pat~on m 
the armed confl~ct lo2 

'O' The pmcipal sources of dormatton for t h~s  section include 1) IOM, Cuarto Informe de Avance, 
Programa de Apoyo a la Relnsercion Socioeconomica de la PMAE, Sept 30,1998,2) IOM, El Caso de 
Guatemala con la Policia mlitar Amulante, Un Esfierzo Comun, presentation by Diego Beltrand, July 
l998,3) IOM, Informe de Pasanhas, Apnl 1998, and 4) vanous mterviews wth  IOM program management 
and field staff, SEPAZ officials responsible for momtomg the program, the GOG NatIonal Employment 
Office, ex-PMA beneficianes m the field, and JNECAP, the Techtllcal Institute for Trammg and 
Product~vity, responsible for much of the tramng provlded by the program 
lo2 The PMNE, especially, was rumored to have participated m of the some of the worst abuses of the 
Mlitary and certam connected pnvate sector Interests dmng the war and were feared and hated 
accorhgly 



The program was officially set up under the coordmation of SEPAZ and executed jomtly 
by IOM and FONAPAZ The design consisted of three phases 1) motivation and 
vocational onentation, 2) techcal  trammg and apprenticeships, and 3) reference and 
referral services m relation to job opportunities It was drawn m part fiom IOM 
experience with military demobilization m Haiti as adjusted for the Guatemalan settmg 

The activity commenced with a pilot effort with the PMAIO whch had demobilized 
together with the URNG m March of 1997 Most of this group of 699 entered mto 
service with private security companies or state security organs such as the new National 
Civil Police or the guard force for prisons A small group of 33 elected to participate m 
the pilot program remtegration program which was carried out between March and 
November 1997 and whch validated the methodology to be employed and allowed 
lmplementers to better understand the profile of the beneficiaries 

The PMA/E, a force of 1,722 people, was demobilized on a staggered timetable between 
September and December of 1997 The full remtegration program began m October wth 
day long mforrnation sessions open to the entlre corps, attended by 1,370 or 80% of the 
origrnal group Thls was followed by week long Motivation and Vocational Orientation 
Workshops attended by 1,039 members, or 60% of the total deactivated 

The workshops were camed out m six different sites m Guatemala City, Jutiapa, Salama 
m Baja Verapaz and Quetzaltenango In addition to the identification of vocational 
mterests and selection of t r a m g  options, the workshops were designed to motivate and 
educate beneficiaries regardmg the unportance of their transition to civilian life as well as 
to bmld self-esteem Vmous tramng mstitutes participated by providmg mforrnation on 
different programs of study and associated employment possibilities Chef among these 
was the Techmcal Institute for Tramng and Productivity (INTECAP), the largest and 
best-known t r a w g  orgamzation m Guatemala, an autonomous Government entity with a 
mxed public/pnvate board of directors and strong pnvate sector baclung Also 
participatmg were the h c h  Fischmann Technical Vocational mstitute and the National 
Institute for Techcal  Formation These three orgamzations provided 90% of the 
trmmg m the program, with the bulk commg fiom INTECAP 

Some 981 persons, or 94% of those attendmg the workshops, elected to participate m the 
t r a m g  and apprenticeshp program Of these, 28 eventually left m mid-stream for 
diverse personal reasons leavrng 953 to complete the program or 55% of the total 
demobilized lo3 

For unplementation of the t r a m g  component, IOM signed agreements with various 
tramng rnstitutes m order to provide the necessary coverage m both the Capital and areas 
of concentration of beneficiaries m the mterior of the country, mcludmg nme different 
tramng sites m all m Guatemala City, Alta and Baja Verapaz, Coatepeque, Chiquimula, 

'03 These percentages are cited due to a concern over the rather large percentage of those demobilized who 
are presumed to have returned to secunty work of one hnd or another Thls wll be explored further below 



Jalapa, Jutlapa, Quetzaltenango and Suchltepequez The idea was to allow beneficiaries 
to be wlth their farn~lles as much as possible as well as to reduce costs and facll~tate 
lmkage wlth local labor markets In most cases, IOM provided necessary equipment and 
some mfrastructure, thus also strengthenmg the trammg mstltutes themselves 

The design of the t r a m g  program was drawn m part from standards developed by the 
International Labor Organ~zation wh~ch call for a six month trammg per~od as bemg 
necessary for rapid entrance as a techmcally qualified "helper" m most types of jobs 
appropriate for such a group (Sunilar to the URNG program, three months had been 
proposed mitially ) In thls case, five months of trammg (600 hours) plus a month long 
apprenticesh~p (200 hours) wlth prlvate local companies, was selected for the program 
In each dlsc~plme, the trammg was deslgned to mstruct both tradltlonal and modern 
practices m order to prov~de the tramee w~th  a range of poss~b~lities upon graduation 

The methodology was based on a learn-by-domg approach wh~ch downplayed theory and 
focused on practice lo4 In many cases, thls resulted m a slde benefit of the program m 
that tramees produced goods and services of real benefit to theu fam~lles and the local 
comrnumty, thereby reflectmg credit on both themselves and the program Examples 
mcluded fiee ha~rcuts for local school children m all locat~ons, tables, chars and other 
items donated to local schools and churches, construction of walls and floors for schools, 
electricity connections mstalled m local residences, sheets and curtams for the National 
Hospital m Jutiapa, rmnor vehlcle repars without cost m vmous sites, donat~on of free 
bread to the old people's home m Jutiapa, and construction of rmn~mal housmg for 
destitute families at all sites lo5 

As m the case of the URNG, the most popular course for the men was auto-mechan~cs, 
followed by tadormg Other popular courses mcluded electnclty, coolung and bread 
malung, carpmtry, barbermg, and masonry, whlch together accounted for the vast 
major~ty of all trammg The most popular course for the women (there were only 14 out 
of the group of 953 completmg trammg) was coolung 

In addltlon to the purely techca l  elements, and dependmg on the course of study, 
students also received tralmng m rmcro-enterprise admmstration, public relations, 
mdustnal hyglene and baslc math Courses m mechanics, masonry and carpentry were 
also complemented wlth a module on techtllcal design, and auto-mechanics tramees were 
all glven dnver educahon and received thew l~censes Each graduatmg student further 
recelved elther a certlficatlon fiom the trammg mstitute or the Min~stry of Educat~on wlth 
regard to compliance mth standard technical slull level requirements 

Io4 In an mterview with the pmctpal tramng mstitute, INTECAP, trainers and admmstrators allke 
complarned over the need to orient the program so much toward practlce at the expense of theory The 
nature and educaDonal level of the group, however, was such that there really was no other choice A 
greater emphaas on theory would have &scouraged and probably lost a sizeable percentage of the tralnees 
lo' The team vlsited one slte m Ammas Lomas, near Jutlapa, where masonry trainees had mstalled a large 
and truly unpresstve tlle floor, m place of what had been only dlrt before, m the commumty church along a 
new, well-constructed wooden lectern The commmty was truly grateful and made thls known to the 
evaluators 



Upon completion of the t r a m g  portion of the program, students all moved on to 
supervised apprenticeships ("pasantias") m local busmesses The apprenticeships, for the 
most part, were hghly structured expenences with benchmarks, periodic evaluation and 
heavy supervision They were also carefully monitored by IOM and the GOG The 
expenence gave the tramees the opportunity to get to know the busmess m a practical 
settmg mcludmg norms and standards of work, management practices, and supply and 
marketmg channels It was an activity of mutual benefit to both tramees and compames, 
who received fiee labor m the process and had the opportunity to evaluate the 
performance of potential employees without cost 

All tramees were also provided with tool h t s  of a mmimum value of 42,500, based on 
lists provided by mstructors m each disciplme The l~sts were discussed w~th each 
student and adjusted prior to actual purchase The process was carefully controlled and 
purchases were made on the basis of competitive quotes Each tramee signed a guarantee 
cornmittmg him or her to sound use of the tools m lme with program objectives This 
also facilitated mternal control and transparency of the process Various ceremonies, 
attended by donor and program representatives, mostly m June and July 1998, were held 
where the tool h ts  were officially turned over to the tramees There were 949 packages 
m total 

The fmal component of the program, known as Reference and Opportumty Service, 
began followmg completion of the apprenticeshp stage for most tramees and was still 
runrzlng at the tune of the evaluation The serwce offered the tramee employment advice 
and reference services, resume assistance, reproduction of reqwred documents, 
psychological testmg requlred for most jobs, referral to public and pnvate employers, and 
provision of flyers and mformation m general regarding opportumties as they were 
identified 

Most of t h ~ s  service was actually provided by IOM whlch mamtamed a complete data 
base on all tramees with key mformation on location, trammg, shlls, background etc 
IOM also hued four field momtors from areas of concentration of PMA graduates to 
assist with tramee follow-up work and facilitate mformation flow An agreement was 
also signed wth  the Muustry of Labor to remforce the National Employment Office 
through the opemng of regional offices m Jutiapa and Salarna and the strengthenmg of 
the offices m Quetzaltenango and at headquarters m Guatemala The team visited the 
Nahonal Employment Ofice and received a demonstration on an unpressive data base 
just bemg established m both the headquarters and field offices to be utilized for job 
search and placement purposes 

Fmally, IOM is actively pursung connections with var~ous chambers and assoc~atlons to 
facilitate job placement for the trarnees mcludlng those for mdustry, agtrculture and 
livestock, export of non-traditional products, clothes and textdes, construction, 
commerce, coffee, auto-mechamcs, and sugar producers The same is true for a long list 
of companies, m the capital and m the mterior m hgh employment potential busmesses 
such as cut and sew ("maqulla"), restaurants, bakenes, supermarkets and retail 
operations, and others mcludmg fiom the public and NGO sectors IOM had also s~gned 



a memorandum of understandmg with the National Reglstry and Methods Office of the 
Mmlstry of Health for the accreditmg of ex-PMA auxiliary nurses to be authorized to 
work m public and private health centers around the country 

In terms of results, which are still prelimmary as the program was contmulng at the time 
of the evaluation, the followmg was reported as of September 30, 1998 

% of Group on 
which data was 

Category 

Total Tramed 

Total 
Numbers 

Total Visited and on which data 1s 
available 

945 

724 I 100 

Total employed by means of the 
apprenticeship experience 

available 

Total employed m the same field as 
their technical trainmg 
Total employed m other fields 
Total employed through use of the 

45 

tool kits Prohded 
- 

Self-em~loved m other areas 

Looluna for work 1 241 1 33 2 

6 2 

22 

63 
59 

Total employed m whatever capacity 
not mcludmg agrrculture 
Worlung m Agrrculture 
Total Workmg, rncludmg Ag 

Of those 45 holdmg jobs as a result of their apprenticeshp experience, 22 (49%) were 
worlung m auto-mechmcs shops with the next largest category bemg Bakeries at 6 
(1 3%) In the case of the 22 worlung m then chosen field of study, the largest category at 
6 (27%) was m masonry wlth the next most important categories at 4 each bemg 
electricity, auto-mechanics, and rndustnal sewmg Of the 63 "employed in other fields" 
category, 35 (55%), are worlung m the secunty busmess Of those 59 self-employed 
through use of thelr tool luts, the largest category at 18 (30%) was m halr cuttmg 
followed by tailormg and cookmg at 22% and 20% respectively Fmally, of those 48 
self-employed m other areas, the largest category was m m g  small stores at 10 
(20%), followed by other small commerce and gram mills at 10% and 6% respectively 

3 0 

8 7 
8 1 

48 

Of those 241 m the "lookmg for work" category, 93 (39%) want jobs m auto-mechanics 
with the next largest category bemg m the sewmg mdustry at 45 (1 9%) followed by hair 
cuttmg, carpmtry, b h g  and masonry m that order The vast majority of those 246 m 
agnculture were m Baja Verapaz and Jutiapa What IS not known IS how many of these 
may eventually leave the farm if better opportunities can be identified '06 

6 6 
237 

246 
480 

'06 The team mtervlewed several m farrmng whose intention was to look for work after the end of year 
holidays They were tempormly engaged m the harvest season, as are many m other professions, because 

32 7 

34 0 
66 3 



At the time of the last official report on the program, the fo l lom was reported m terms 
of characteristics and status at the moment (September 30, 1998) ,B 

- Only partial coverage of the employment situation - tracked down and interviewed 
79% of the demobilized group Thirty tramees were due to complete their trammg 
programs on 30 Sept lo' 

- High participation m agriculture of those beneficiaries needmg to obtam food for their 
farmlies for the year to come Once the harvest season and the holidays are over, 
many of these will convert to bemg potential job seekers 

- Many of the beneficiaries rejected offers of employment due to low salanes offered 
by companies relative to what had been received whlle m the employ of the PMA, at 
41,200 per month, whch also mcluded food and lodgmg (Explored more fully on 
the next page ) 

- Difficulties m job seekmg due to low levels of schoolmg (most had not completed the 
sixth grade), lack of pnor work experience m the field of study, concentratlon of the 
majonty of beneficianes m the mtenor of the country (85%)'09, and the stlgma carrled 
by v m e  of bemg former PMA members 

In the course of the evaluation, the team mterviewed 13 ex-PMA members m several 
field and job sites m addition to mvolved personnel from IOM, GOG (SEPAZI 
FONAPAZ and the National Employment Office) trammg officials (INTECAP) and two 
comparues offemg apprenticeshps under the program The followmg are the team's 
observations 

The program was well planned and managed from the start There was excellent 
collaboration among the pmcipal action agents, namely IOM and FONAPAZ, along 
with INTECAP and the Muustry of Labor's National Employment Office 
Cornmumcation and Information s h m g  was excellent The program was 
Implemented with efficiency and great attention to detail Every effort was bemg 
made to follow-up and facilitate the achievement of maximum employment benefits 
from the program 

The t r a w g ,  by and large, was also well done While INTECAP, which provlded the 
majonty of the trammg was qute good, the real standout was the Technical 
Vocational Institute Imrrch Fischmann, whch provlded truly outstandrng mstruction, 
the results of whch were venfied by successful tramees mtervlewed by the evaluators 

-- - - 

of the nature of the agricultural cycle m Guatemala and the need to provide food for farmlies over the 
c o m g  year 
107 p 32, IOM, Cuarto Informe de Avance, Programa de Apoyo a la Reinsertion Socioeconomica de la 
PAME, Sept 30,1998 
'08 One of whom, just completmg hls apprenticeshp, was Interviewed on Oct 29 on the factory floor 
'09 As wl l  be covered m Chapter VI, employment opporhuuty m the mtenor is severely constrained by lack 
of mdustry of all types and a tremendous concentratlon m the Guatemala City metropolltan area 



as well as IOM personnel 'lo The team observed that certam fields requlre much 
more mtenswe and longer trammg than others, and better results could have probably 
been obtamed by programrnmg longer periods for such fields as auto-mechanics, 
carpentry, and electricity Also, as in the case of URNG programs, greater attention 
should have been directed to aptitude and attitude verification Selection was 
basically done by the tramees themselves, with msufficient mdividual guidance 

- Generally speakmg, the apprenticeship program had good revlews, wlth not so 
mpressive cases reported rn some mstances What was heard from the two 
companies mterviewed was that more of the trainmg should actually occur m the 
factory (these were both cut and sew operations) It is likely that somewhat better 
results could have been obtarned m certam fields by actually contractmg the 
compames themselves to provide more of the t r a m g  for their specific product~on 
lmes Both companies reported good behavlor and work habits on the part of the 
tramees 

- Lackmg m the program m hds ight  was adequate preparation of the tramees for the 
reality of the job market they were entermg m terms of compensation Guatemala has 
a high unemployment rate and wages are low, especially at the entry level In a large 
number of cases, tramees were dlsappomted and m some cases shocked to be 
presented with compensatlon levels far below what they had been earnmg m the 
Wlitary In the future, a better job of explamg the wage situation and prospects for 
growth should be camed out which would set more realistic expectations prior to 
graduation This, of course, would not necessarily solve the problem, but 
presumably, with a better understandrng of the labor market, graduatmg students 
would approach thelr job search m a more practical vem and be more prone to look at 
long term benefits of slull development rather than focussrng on m e d i a t e  results, 
whch m this case undoubtedly llrnited mtial workforce absorption of tramees to a 
degree l '  ' 

- Concernmg employment assistance, whle the focus on this Issue alone by the 
program was m itself a major advance over the URNG program, more attention 
earlier on should have been mvested m assessmg the market and negotiatmg 
participation of assoc~at~ons of vanous types of busmesses m plannrng of t r a m g ,  
apprent~ceslup, and placement actlvlties It would have been good to have illustrative 
company representat~ves make presentations at the tune of onentation with respect to 
opportunrtles, compensatlon levels, prospects for growth etc At the Natlonal 
Employment Office, although the referenced data base was Impressive, management 
of the servlce appeared disconnected fiom the mamstream of Pnvate Sector activity 
m Guatemala Much of ~ t s  mformation on job opportunities came from want ads It 
seemed a rather bureaucratic organ withm the structure of the Mmistry of Labor and 

- 

'lo The evaluators lnte~iewed two Fischmann graduates who had started small businesses on thelr own and 
were successfully applyng a truly mpressive range of slulls developed with mtiative and great creativity 
(See AppenQx C, Visits to Field and Project Sites for Oct 28 ) 
"' The evaluators interviewed several graduates who expected to return to secmty work for thls reason, 
rather than pursumg fields in wh~ch they had been tramed 



l a c h g  m the initiative necessary to pursue private sector opportunities with the 
necessary vigor and magmation 

- One last concern remams over the number of ex-PMA who are either still engaged m 
security work and carryrng arms or who have returned to such work or who are likely 
to do so m the near future Ths  may or may not be a serious concern as long as they 
are gamfully employed On the other hand, if the an objective, albeit unstated 
officially, is to reduce the number of weapons carrying former combatants, then this 
program may have partially missed the boat Of the origmal 1722 demobilized fiom 
the PMAE, only some 448, or 26%, are verified to be working m some activity other 
than security with another 24 1 or 14% lookmg for work It is also a safe bet, given 
wage levels and experience, that a number of those currently l o o h g  for work and 
others employed tempormly m apculture will eventually return to secunty ' '* 

- Total cost of the PMA program came to approximately $3,286,000 wth  the 
USAIDIOTI share bemg about $729,000 This breaks out to about $3,488 per trainee 
whch compares favorably to the some $4,233 spent per beneficiary on the URNG 
side l3 In the case of USAIDIOTI alone, only some $728,62 1 was actually spent, 
commg to about $765 per beneficiary, a bargam by any estimation 

In conclusion, the program can be safely viewed as successful and a model effort m terms 
of its comprehensive nature and solid management The verdct is still out on medium 
a d  hge- results, because it ended so recently and some data remams to be 
collected by IOM There are also useful lessons m thls expenence that could be applied 
to both msurgent and rmlitary sides of the equation for the future (See Chapter VI) 

D Communlhes of Populahons In Resistance - CPRs 

As mentioned m the Background section of ttYs report, durmg the scorched earth period 
m the late 1970s and early 1980s, as well as before and after, thousands of non- 
combatants and their farmlies fled the conflict mto the mountams and jungles of 
Guatemala and to Mexico The mternal displacement phenomenon was massive m the 
Departments of El Qmche, Huehuetenango and Alta Verapaz By some estunates as 
many as 80% of all persons abandoned, at least tempormly, theu places of ongm A 
portion of these mternal refugees, sharmg e h c ,  religious and terntorial characteristics 

' I2  From interwews with graduates currently m secunty work it was reported that they could earn between 
41,200 and 41,500 per month whle essenhally only puttmg in a little over half time, like one week on and 
one week off, although whle on duty hours were very long Thus, often in such cases, the employee can 
engage m other mcome generation activlty as well In the long run, probably the only real answer to this 
problem 1s through economic development and the reduction of the cnme rate in general, thus reducmg 
demand for secunty guards and improving wages m other fields The situation should improve over time 

For PMA $3,285,8691953 = $3,448 For URNG 12,444,69612940 = $4,233 The programs were, of 
course, enbrely Qfferent, and some beneficianes, especially PIPS recipients and those on cooperative 
farms, received much more than others Nor does th~s take Into account separation payments made by the 
Whtary to demobilizing PMA PMA beneficianes also received a 45,000 cash payment fiom the program 
at the tune of separabon 



m common as well as the common experience of bemg uprooted, eventually came 
together and formed "Comun~dades de Poblaclon en Reslstencla " These groups settled 
m forests and m the jungle with the mtentlon of contmmng to h e  their lives 
autonomously ' l4  The three groups asslsted by thls program settled and survlved the past 
15 years m the footh~lls of the Srerra de Chama, North of the Munlclpality of Chajul, 
Department of El Quiche, now known as las CPR Slerra "' The problem was that these 
groups had settled on land previously owned and occupied by another group of 
campesmos that had had to abandon the same land even earlier Consequently, at the 
tune the Peace process was unfoldmg, both groups were 11vmg m precarious, unstable 
situations, that required loglcal solution, one that would guarantee the all important 
access to land on which these peoples depended for their llvellhood 

Consequently, dumg the prolonged run-up to the Peace Accords m the summer of 1996, 
a Framework Agreement was slgned between the land comrmttees of the CPR Sierra 
groups (known as Comltes Pro-Tierra de Chajul) and the Government, represented by 
FONAPAZ"~ The fundamental objective of the agreement was the resettlement of these 
groups whle at the same tlme promotmg thelr soclal and economc remtegration, 
especially m relatlon to access to land Part of the Agreement also dealt wlth the need to 
return the Chajul land to ~ t s  former owners 

The GOG then acqulred new farm lands as resettlement sltes for the CPR commumties, 
both from Chajul and the Peten The Chajul cornmumt~es were to be relocated to four 
new cooperatwe farms known as El Tesoro m Qulche, and Maryland, El Mar and El 
Tnunfo (last two together) m Retalhuleu The actlvltles supportmg this resettlement 
scheme, financed in part by USAID/OTI, were to 1) assist m the resettlement of 250 
CPR Slerra famlles (890 md~v~duals) to Maryland, 2) provlde for the mstallation of 
cntical mfiastructure m the form of platform pit latmes at Trlunfo and a suspension foot 
bndge at El Tesoro, and 3) provlde cntlcally needed medlcme for the health clmlc at 
Maryland 

A full report IS available regardmg the relocation of the CPR Slerra group to Maryland 
Smla r  to other major logrst~c undertalungs by IOM m support of the demob~llzation 
program, t h ~ s  was a complex and demandmg exerclse and carned off w th  efficiency and 
energy on the basls of careful planrung and organization It requved two full tune IOM 
technicians for a penod of two months to orgamze and manage the move m addltlon to 10 
field coordmators d m g  the move itself, whlch utllized 18 busses, six trucks, and four 
hellcopters over a five day penod Food, water, lodgmg while m translt, and 
documentation all presented serrous challenges, but the move was completed successfully 
and w i h  the t m e  allowed As usual, there was close and effectwe cooperation wlth 

In visits to two of the new CPR resettlement sites the team heard stones of how these people lived for 
years off the land, rmgrattng from place to place m search of food and water whle evadmg the army and 
the conflict in general as best they could 
1'5p 2, IOM, 6'Operacion de Traslado de las CPR - Sierra a La Fmca Maryland, Informe Final, August 
1998 Another group wsited by the Evaluation Team settled in the Peten jungle m a National Park 
although USAIDJOT1 fundmg was not provided m that case 
116 "Acuerdo Marco de Negociaclon entre el Gobterno de Guatemala, Las CPR de la Sierra y Comites Pro- 
Tierra de Chajul", June 18, 1996 



other part~c~patmg agencles mcludmg FONAPAZ, CEAR, UNHCR, MINUGUA, the 
Nat~onal Pohce, the World Food Program and the Red Cross 

At the tune of the field work for t h ~ s  evaluat~on (Nov 1998), all of the relocations had 
been accompl~shed w~th  the except~on of the Peten group wh~ch had been held up by 
Humcane Mitch The team d ~ d  v~slt Trmnfo, but was unable to get to Maryland due to 
cond~t~ons created by the humcane The team also vmted the proposed s~te, then under 
preparat~on, for the Peten group The followmg are the team's observat~ons 

- The CPR ass~stance effort, whle not bemg part of the mamstream demobll~zatlon 
program, does comprlse an mportant related element m that a falrly s~gnlficant 
number of URNG ex-combatants are mcorporated wlthm these groups, approx~mately 
350 fiom L~st  A (A number of ex-combatants had elther come fiom the CPRs 
or~gmally or jomed them dutvlg the later years of the war and were taken m as 
members of the commun~tles m good standmg ) Also, CPRs represent an Important 
component of what IS known as the "uprooted" populat~on ("poblaclon desarralgada") 
of Guatemala, cons~stmg of mternally d~splaced and repatr~ated refugees m severe 
need and who are targeted for ass~stance m the future under the Peace Program as a 
whole The uprooted populat~on IS now a pnonty group for the FGT as well l7 

The CPRs are now relocated on farms of the~r own, w~th  no debt to repay except to 
themselves (rotatmg funds) In th s  sense, they have an enormous advantage Whlle 
the land may be falr to good, cond~t~ons are prlmltlve They are livmg m what 1s 
known as "techo rmrumo" (nunmum housmg), provlded by the EU, essent~ally four 
stakes m the ground wth  larmnated tm on top and plast~c on the s~des They are m 
severe need of t r w g  and productwe projects, none of wh~ch had yet mater~allzed at 
the t m e  of the evaluat~on They were survlvmg on World Food Program donations 
and, m the case of Tnunfo, v~slted by the team, had a small health un~t  health staffed 
by the Muustry of Health At El Tnunfo a small lrrrgat~on project was m the 
plannmg stage, w~th  Itallan support through the Mmlstry of Agr~culture, but the group 
had no knowledge of when ~t was to be mplemented or what was to be produced 
There was a senous dramage problem on the land, exacerbated by the recent passage 
of Hmcane  Mitch, and the group was runnrng short of food The URNG ex- 
combatants m the group were desperate for t r a m g  and product~ve projects, but 
lkew~se had no knowledge of what was gomg to happen l 8  

- The USAID contnbut~on of latrmes at Tnunfo, especrally configured to take mto 
account the dramage problem, were obv~ously a godsend to the commumty and 
cnt~cal to ~ t s  health and wellbemg There was no way of gaugmg the unpact of the 
bndge at El Tesoro or the Medmne at Maryland, but ~t IS a safe bet that these 
contnbut~ons were also cnt~cal to successful start up of these new settlements 

'I7 The CPR component was an mtlatwe of the OTI Resident Representative 
' I 8  The team vrsited Tnunfo accompamed by the FGT representative fiom Mazatenango He lrkeulse had 
no knowledge of the substanbal URNG membership of the group, but took notes and was going to 
lnvestlgate possibilities 



- Clearly, more techn~cal and financial ass~stance 1s needed for these long suffermg 
comrnunit~es m order to ach~eve soc~al and economic stabil~ty in their new settings 
The team understands that the uprooted populat~on m general 1s now a major pr~or~ty 
for the GOG under the Peace Program It is hoped that there will mdeed be adequate 
follow-through ass~stance These groups are l~vmg m precarious settmgs at the 
moment, wth essent~ally no resources other than the land they are s~ttmg on and 
m m a l  personal belongmgs A sound leadershp and organ~zat~onal structure 
appears to be m place, and these people are obv~ously survwors But they do need a 
boost to get gomg agam, mamly of a productwe project nature with some relevant 
(practical agricultural technology for the area) t echca l  assistance and trainmg At 
the nsk of statmg the obvious, tlus would be m the best Interest of peace and stab~l~ty 
m the countrys~de over the med~urn and long term Undoubtedly there are plans for 
this, but as has been observed repeatedly above, mformat~on was m short supply 

T h ~ s  concludes Chapter IV - Program H~story and Implementation 



V PERFORMANCE AND IMPACT OF THE PROGRAM 

This chapter is designed to accomplish two objectives 

1 Synthesize findmgs of the evaluation m terms of program implementation 
performance, drawmg on program hstory as detailed m the precedmg chapter and 
observations fiom mterviews wth major participatmg agency managers at all levels 

2 Assess the extent to whch effective "mcorporation" has occurred as a product of the 
program This is based on a companson of the socioeconomc condition of the ex- 
combatant with that of the community m wluch he or she is "mcorporated" 

A Synthes~s of F~nd~ngs - Implementahon Performance 

In the rnterest of brevity, and to avoid repetition of narrative presented earlier, thls section 
will state findmgs, with explanations where necessary, and document sources where 
needed fiom earlier sections or elsewhere n s  section presents two assessments, one on 
management, along with plannrng and coordmation functions, and the other on execution 
of program elements and accomplishment of program objectives and targets 

1 Management - Plannmg, Negobahon and Coordmahon 

The planrung, management and coordmation effort can be broken down mto two separate 
periods, as can the program overall, a) the Emergency Phase, from commencement of 
detailed planrung before the signmg of the final Peace Accords m December 1996 until 
exit fiom the Demobilization Camps on D+60, and b) h t i a l  Incorporation, runrung fiom 
May 3,1997 until November 1998 

a Emergency Phase 

Pre-Program Plannmg and Negohabons Assessment and Plannmg for the program, 
whlch began m mid-November 1996, was outstandmg relative to the cantonment phase 
The semor OTI consultant assigned for the purpose assembled an exceptional team and 
pursued the assessment with a hard headed pragmatic approach born of years of 
expenence m such exercises The effort also enjoyed extraordmary support fiom both the 
W G  and the mtial group of donors lnvolved (See, Chapters ID, C, "The Donor 
Response" and IV A "The Emergency Phase - Demobilization and the Camps") 

Negotiations wth  the GOG and the URNG on requirements for demobilization and the 
camps were carrred out by the donors wth  uncommon dispatch and flexibility The 
Mexico meetmg m md-December 1996 was cntical to the process and lughly successful 



thanks, m part, to exceptional leadership and agility demonstrated by both USAID and 
the UNDP "They really listened, and responded with what was needed, regardless of the 
rules," was a common comment heard m mterviews with both URNG and Government 
sources A catalytic role was also played by USALDIOTI Washmgton which spearheaded 
a drive to get OTI mvolved early m the p l m g  and assessment process 

Notwithstandmg the success of th~s  phase, m hmdsight, it can be observed that lt would 
have been better for USALD other key donors to have mvolved themselves earlier m the 
process As it was, m~tial assessment and plannmg was dedicated almost exclus~vely to 
the cantonment phase Due to the urgency factor, little thought could be given to what 
would come after the camps m terms of strategy for mcorporation, program elements, 
implementation arrangements, mstitutional capability and other feas~bility issues 

The r& md zapaz& of the "Fmdation" to assure participation of the URNG ex- 
combatants, for example, could have been developed and negotiated to a degree that 
mght have ameliorated later problems with politically mot~vated recalcitrance on the part 
of the FGT Although this mght not have been posslble m the two to three months pnor 
to program commencement because of the urgency of camp preparation and the hlgh 
level of sensltlvity associated wth  the signmg of the fmal accord on December 29, lt is 
llkely that some progress could have been made by startmg d u g  the summer before 
The same could be sald of the need to secure meanmgfid private sector mvolvement for 
the Inltial Incorporation phase, whch never was achleved ' 
Management and Coordmabon D u g  the Emergency Phase, management and 
coordmatlon on all sldes was vrrtually flawless As reported m Chapter IV, there was a 
confluence of exceptional leaderslup present m key act~on entitles, both m the donor 
commutllty and on the Guatemalan side, which was dedicated totally to the goal of 
successful demobilization above all other mst~tutional considerations Problems of "ego" 
and "turf" were swept aside by a cast of characters wlllmg to do whatever it took to 
aclueve the objective They pursued then roles with a level of comrmtment and 
pragmatic attention to pnonties and detail not seen by h s  evaluator m three decades of 
forelgn development assistance l b s  remarkable performance was also spurred by the 
extreme urgency of the situat~on brought about by the timetable for D day (combatant 
deployment to the camps) and D+60 (demobilization and exit fiom the camps) (See 
Chapter III, C "The Donor Response", and Chapter IV A "The Emergency Phase") 

Thls is not to say there were not problems or disagreements There were But they were 
solved wth  dispatch, for the most part, on the basis of tough, but reasonable negotiations 
Every donor, mternational orgamzat~on, and GOG agency had ~ t s  role and, with few 
exceptions, carried lt out effectively and on tlme It was a masterpiece of coordmation 
among lnd~viduals and agencles whch communicated constantly through official and 

' A luncheon was held pnor to demobilization wth  CACIF, the apex pnvate sector organmition, m whch 
USAID tned to mterest the orgaruzatlon m needed program support There was some Interest mamfested 
on the CACIF side, although reluctance to deal w th  the URNG as opposed to the PMA It was not 
possible to follow-up on th~s opemg subsequently, however, due to the extreme urgency associated wth  
p l m g  for camp construction Interview wth  OTI Semor Advisor Johanna Mendelson 



unofficial channels allke to overcome bureaucratic, political, financial and physical 
obstacles Further, the cast of characters and mstitutions was wide and varied, mvolvmg 
some 16 different mternational entities, malung the job even tougher ' The standout 
performers of t h ~ s  cast were m the Group of Four - USAIDIOTI, UNDP, EU and OAS 
plus IOM whch acted as both as the pmcipal unplementmg orgamzation and, on 
occasion, a mmor donor Th~s  group carried the leadership ball together with key GOG 
mstitutions and the URNG for plannmg and execution of the cantonment phase 

Perhaps most mportant, at the helm of these agencies was a group of unique individuals 
who deserve special credit for nsmg above mstitutional mterests and talung the necessary 
nsks to overcome constramts and assure accomplishment of the mission on the prescribed 
timetable They also established an uncommon bond of trust among each other whlch 
made possible type of rapid and genume communication reqmred for success of the fire 
h l l  exercise they had to execute to get the job done These mdividuals occupied key 
positions m USAID, UNDP and IOM along with equally extraordmary mdividuals on the 
Government side, both civilian and mlitary They also had excellent cooperation and 
support at the tune fiom MINUGUA and the URNG commanders 

Fmally, one individual stands out above others as a p m e  mover m the race agamst time 
to prepare the camps for D Day on March 3 This was USAID/OTI consultant at the time 
who planned and managed construction and preparation of the camps for guenlla 
deployment He is mversally recogruzed today m Guatemala for the quality and 
efficiency of h s  role and h s  dynamc leadershp of the process, without whch the 
established tunetable could never have been acheved (Chapter IV A ) ~  

The effective management and coordmation practices established durmg the emergency 
phase were contmued among key donors and the GOG durlng the entire Initial 
Incorporation period wth  one exception which will be hghlighted below On the other 
hand, planrung and negotiation suffered to a degree, as the extreme pressure to meet 
operational deadlmes was lifted, and space was opened for politics and vested mterests to 
enter Into the m x  of dellberation and decision malung requlred by the program 

Between USAID/OTI, UNDP, IOM, and GOG agencies, FONAPAZ and SEPAZ, the 
effective partnership established earlier contmued unabated The cast of characters m 
these entities remamed basically the same, wth  the exception of the USAID/OTI resident 
representative, who was changed m Apnl 1998 Fortunately, the new representative had 
the sensitivity and the good sense to accurately assess the value of the previously existmg 
set of hghly productive relationships at play and take immediate advantage of them to for 

USAID/OTI, UNDP, EU, ECHO/EU, OAS, IOM (both unplementer and donor) MINUGUA, UNDPKO, 
UNHCR, PAHO, ICRC, Spmsh Red Cross, Governments of Spam and Norway, Doctors wthout Borders 
of France, Doctors of the World of Spam 

Credlt here needs to be gven to the GOG mlitary commanders in charge at the tune They were able to 
establish a bond of trust w th  thelr counterparts on the URNG side wthout whch the demobil~zation would 
have floundered Internews w t h  Rcardo Stem, Eduardo Agume, Hector Morales, and Alvaro Colom 
4 There is mversal agreement on thls pomt mncludmg donors, GOG, MINUGUA, and URNG 



the benefit of the program He also had strong backmg from the Front Office of the 
USAID Mission m Guatemala at the time, and throughout the program, which eased the 
transition considerably This can be considered a model for effective mternal USAID 
cooperation between the Waslungton based OTI operation and the mamstream USAlD 
program, somethmg USAlD should strlve to preserve and repeat m other settmgs 

Further on the plus slde, as described m Chapter IV, the Accords called for the 
establishment of an especially effective coordmatlon veh~cle for management and 
oversight of the h t i a l  Incorporation Program, the CEI, which Imposed enormously 
valuable structure and order on the program Without the CEI there might well have been 
chaos, as there was m Nicaragua and to a lessor extent m El Salvador The CEI provided 
a forum where issues and decisions could be debated m a civ~l settmg and where donors 
and implementers could engage m candid discussion of complex problems without 
generation of counterproductive antagonism It also provided a valuable facility for 
record keepmg, decislon maklng and mter-mstitutional arrangements at varlous levels 

On the other hand, the CEI was contmually hamstrung by the biggest smgle constramt of 
the program, whch, for lack of a better term, the team is callmg the "co-direction" factor 
Tune and agam, critical decisions were delayed, program momentum was stalled, and 
transparency was compromsed due to mability of the CEI to force compliance wlth 
program tmetables, terms or policies, on the part either the FGT or the donors It would 
have been valuable had the CEI had more leverage, preferably by negotiated mandate, to 
requlre performance m lme wth  comtrnents and rules of the game 

The problem was not only with the FGT, but also wth  the European Umon, whch 
consistently demonstrated an lnabllity to live up to tmetables and comtrnents  due to 
bureaucratic constramts of lts own Followmg the emergency phase (which had been 
characterized by outstandmg collaboration between the European Community's 
Humanitanan Aid Department (ECHO) and the other mstitutional actors), upon 
commencement of Initial Incorporation, the EU mcreasmgly pursued its own dlrectlon 
distmct fiom the other prmcipal donors and the GOG, with little effort to communicate or 
coordmate, and became mcreasmgly out of step wth  the mamstream effort 

Thls was not a trrvial problem As the Initial Incorporation period closed m November 
1998, the EU had still not secured approval for its mam productive program for ex- 
combatants whlch, as promsed m 1977, was to have commenced at the latest m the fall 
of 1998 It is now facmg a target group of over half of the URNG ex-combatants w t h  a 
set of unrealistic expectahons long generated, whlch have yet to receive critically needed 
assistance for mcorporation m thelr communities and which will be lucky to see any 
program activity unt~l sometune m the Spmg of 1999 Activity will hopefully 

- 

USAIDIOTI and the UNDP wth IOM as a silent partner, learned early on to take maxlmum advantage of 
the CEI as a forum for decision malung by getting the~r pos~tions synchronized m advance m order to 
present untied fronts on key issues They would also Qscuss ~mportant pomts m advance with concerned 
GOG actors One would queue off the other m an orchestrated pattern that would often prevail over 
divided opposltlon, another dlustration of the extraordinary partnership and understandmg formed among 
these institutions 



commence m time to catch the beglnnmg of the agricultural cycle m March and April, but 
tlxs is doubtful given ~ t s  track record to date 

Fmally, it should be noted that tme  and agam effective management of the program was 
frustrated by a phenomenon that could be labeled the "delay/crisis" syndrome 
Repeatedly there would be an mterrmnable delay on the part of the FGT for agreement 
wrth a program activity or m selection of beneficianes, whlle beneficlanes, donors, and 
the GOG had to wait, frustrated, whle momentum and opportutllties for mutually 
relnforcmg mterventions would be lost Then, suddenly elements would come together 
and it would be t m e  to move forward, but m a crisis mode to make up for lost tune and 
respond to political pressure In turn, t h~s  would necessitate a "crash" task force effort 
that would leave no time to carry out plannmg, design, selection and follow-up functions 
with requxed diligence In these situations, performance took a back seat to political 
expediency unless, as happened m some cases, such as with the PIP and Trammg 
programs for dispersos, IOM wth donor backmg would step m and make the extra 
commtment needed to pull off the job wrth the requlred attention to detail 

There was, m fact, contmumg mternal discussion withm USAID, UNDP, and IOM with 
respect to when and where to draw the lme m regard to politically motivated delays and 
counterproductive decisions taken by the FGT on beneficiary selection, project design, 
actrv~ty onentation, and other issues More ofien than not, there was no cho~ce but to 
move forward and make the best of a less than adequate situation There would have 
been cold comfort m paralymg the program m order to stand on pmciple m such cases, 
none of whch m isolation was worth derailmg the mainstream effort 

Lookmg back now, m hmdsight, there probably was not that much that either IOM, or the 
donors, or the GOG could have done under existmg circumstances and pressures of the 
moment When the problem should have been addressed was before commencement at 
the t m e  rules were bemg established But, of course, at that time, what was to come was 
not foreseen There is a lesson here to be detailed m the concludmg chapter 

What can be said is that IOM with strong baclung fkom USAIDIOTI and UNDP 
consistently worked miracles m turnmg impossible tasks on mpossible deadlmes mto 
decent performances notwithstandmg severe coordmation, communication and logistical 
constramts it was up agamst This ability was also thanks to the extraordmary leadership 
and support provided by both USAIDfOTI and UNDP 

Fmally, with respect to the FGT, it must be said that plannmg, management and 
coordmation were all sadly lackmg The orgamzation did have strong negotiatmg skills 
What it did not have was either the managenal or technical capacity to develop viable 
positions and designs for dealmg with the prmcipal mplementation requirements of the 
program Gwen its position as Co-Director, wth veto power over all program activities, 
it was m a position to effectively stall until it got what it wanted, one way or another 

Internews wth EU, GOG, FGT and other donor officials There was universal fixstration wth EU 
performance and its lack of commmcation and coordmation 



As explamed m Chapter IV, B 1 there were good reasons for the apparent political 
position the Foundation took tune and agam on various implementation issues 
Foundation management was under strong contmulng pressure to respond to competing 
mterest groups, especially those who had sacnficed the most m the struggle m the 
mountams, as well as to the various different URNG "fionts " Also, the posltion of the 
FGT m general has evolved over time to a much more constructive posture relative to the 
need for a cohes~ve and mternally consistent program The organization is learning and 
beconmg more shllful wth expenence, as would any new foundation, although it still 
severely laclung m human and financial resources relative to the challenges it faces 

The tnck now will be to bmld on this expenence m other settlngs Hopefully, when the 
tune comes, the FGT may be available to assist m the conceptualization and negot~ation 
of an mst~tutional entity for representmg the msurgent side m a post-conflict program 
which would have the needed level of managerial capaclty and visron to work effectively 
as a team wth  the other major players 

2 Program Execution - Accompl~shments and Targets 

Thls will be a brief summary of program accomplishments with commentary on 
performance, drawmg pnmarily on the precedmg chapter W~th respect to program 
targets, it should be remembered that with outside of the emergency phase, the program 
was designed as it moved forward, based on evolvmg needs as they were identified 
There were no specific targets set forth at the b e g m g  of the program for specific 
components They were set m the process of formulatmg the activihes for the most part 

a Emergency Phase 

The emergency phase acheved accomplished the following 

P l a m g ,  design, construction and equlppmg of eight camps for demobilization 
capable of housmg over 3,000 guenlla combatants Some 26,000 square meters was 
constructed m widely varymg sites, each mvolvlng some 55 to 60 structures All 
construct~on was competitively bid m a rapid, but transparent process The work was 
carried out on time and under budget A quality product was delivered The entire 
process took place m the two month period, January and February, 1997 Total cost 
came to approximately $4 5 milllon of whch the USAID/OTI share was $1 1 million 

2,940 Guenllas were successfully demobilized m the camps over the course of a two 
month penod m whch they were documented, surveyed, and tramed (basic education, 
literacy and vocational onentation) m a hghly efficient team effort by the 
mternational commun~ty Health and recreation needs were also addressed 
efficiently Management of the camps was also an effective team effort between 
URNG commanders, the UN Peace Keepmg Force and the Spanish Red Cross 

Upon conclusion of the cantonment phase and departure of demobilized ex- 
combatants, the camps were broken down and materials were d~stributed to some 124 



neighboring cornmumties benefitmg over 90,000 inhabitants Materials were valued 
at an estimated Q1 9 mllion This was a hghly positive exercise m public relations 
for the program and URNG members mvolved with benefitmg communities 

In summary, the Emergency Phase is considered an unqualified success In hmdsight, the 
one area for improvement would have been a somewhat longer cantonment period Three 
to four months would have allowed for a more substantive trammg and orientation 
program for the guerillas and more effective negot~ation, plannmg and design for Initial 
resettlement and mcorporation assistance act~vities to follow 

b Inha1 Incorporation 

Departure from the Camps 2,928 ex-combatants left the camps between Apnl 16 
and May 12,1997 of whom 2,468 were taken to fmal destmations m cornmumties of 
the mtenor and the capital and 323 were taken to halfway hostels Another 80 walked 
home Trammg scholarshps of 43,780 each were paid to 2,466 ex-combatants 
leavmg for fmal destmations ("&spersos") It was a complex undertalung, expertly 
planned and managed by IOM 

1) Concernmg the Halfway Hostel ("Albergue") group 

The Cooperatwe Farms By the end of February 1998, after a delay of rune months, 
some 277 ex-combatants and farmlies from the hostels had been resettled on three 
cooperative farms purchased for the program by FONAPAZ wth fmancmg from the 
GOG's Land Fund (funded by the USAID Mssion's Peace Program) Beneficiaries 
have been receivmg needed food and housmg assistance from the World Food 
Program and the Government's FOGUAVI program along with modest productive 
assistance from USAIDIOTI m the form of cattle for fatterung and coffee plants 
Although beneficlanes on these farms have a substantial advantage over former 
dispersed colleagues, they are presently m a precarious economc position waitmg for 
techca l  and financial assistance from the European Umon's PAREC program 
There is an extreme shortage of worlung and mvestment capital Land debts are 
substantial, some $2 6 million, on which payments will start cowng due early m the 
year 2,000 Fortunately, the groups appear to be well organized with relatively strong 
leadershp, at least m two of the three cases, Santa h t a  and El Honzonte 

These farms have potential for long term viability They also have the potential to 
fail if needed mformation and financmg is not provided on a timely basis especially 
for the commg crop season, March 1999 This depends m large measure on the 
PAREC program and the Foundation's ability to mobilize needed follow-up technical 
assistance and mformation The future is unclear at t h ~ s  pomt (See Chapt IV, B 3 ) 

Tramng at the halfway hostels 

- 35 1 ex-combatants received p re lmary  trammg m the hostels m employment 
mduction, busmess admustration and gender issues This trammg was 



superficial, and most benefits were lost due to the long delay between the tralnmg 
(July/August 1997) and exit fiom the hostels (Feb March 1998) 

- 285 ex-combatants received technical trammg, while m the hostels, between 
September and the end of 1997, m a variety of technical fields mcludmg 
agnculture, auto-mechamcs, computer usage, carpentry, tailoring etc Most of the 
trammg took place over a three month period or less The trammg, while 
techmcally adequate, was flawed by madequate selection m terms of aptitude and 
the labor market, a trammg penod that was too short, and the lack of attempt to 
llnk trammg with productive projects or employment counselmg and assistance 
Most of the recipients were either on the cooperative farms or received product~ve 
projects In most cases, and with the exception of agriculture and masonry, the 
trammg had relatively little relevance to what the graduates are domg at present 

Productwe Projects (PIPS) for the Halfway Hostel Group Between January and 
May 1998, 59 productive projects were approved for 130 recipients Thls activity 
was seriously flawed, however, from slipshod design, poor selection, and lack of 
follow-up Probably half will fail or never get beyond mmimal survival status (See 
Chapter N, B 3 a iv ) This was one of the cases of delaylcrisis management by the 
Foundation which was also responsible for design, selection and follow-up 
Subsequently, at the u r p g  of USAIDIOTI, IOM moved m and took over follow-up 
for these activities along mth the design of projects for the dispersed group with 
much better results (see below) 

11) Concerning the D~spersed Group ("Dispersos") 

Tra~n~ng for D~spersos 

- 607 ex-combatants received employment Induction trammg m August 1977 out of 
794 selected dumg cantonment whlch was used for selection of subsequent 
t echca l  courses for the tramees It suffered fiom a superficial attempt to match 
beneficlanes mth appropnate fields and a long delay followmg onentation prior 
to commencement of actual technical trammg m November or later 

- As of the end of September 1998, a total of 688 ex-combatants had completed 
courses, 62 had dropped out and another 175 were still bemg tramed Assummg 
these have now completed their courses, the total comes to 863 which exceeds the 
origmal target of 794 set for the dispersed group The Institute Tecnologico 
Pnvado de Occidente m Quetzaltenango provided over half the trammg and was 
considered by far the best source of tralnmg withm the URNG program 

Although much of the tramng was of good quality, it suffered fiom most of the 
same problems of the halfway hostel group m that there was madequate selection 
(often for non-transparent reasons), and it was carried out m a vacuum, isolated 
fiom either productive projects to come or employment, notwithstandmg repeated 
USAID and TOM attempts to stmulate the llnkage It was also too short and 



lacked follow-up, although there is now an attempt by the Foundation to create 
necessary llnkages with associations of mdustry and commerce 

Productwe Projects for Dlspersos 

- By the end of June 1998, 161 projects had been mitiated for 289 beneficiaries 
spread over 15 different departments of the country These were of much higher 
quality than those of the halfway hostel group By and large they were well 
designed, beneficiaries were mvolved m selection, and there was adequate 
follow-up In this case, a good 60% should be successful and contmue to grow 
while another 15% should survive (See Chapter TV,B,3,b v ) These projects 
were developed by IOM as opposed to FGT m the case of the halfway house 
group, agam thanks to USAIDIOTI's timely mitiative 

Th~s  group of projects should be considered successful, although adequate 
follow-up is needed whch should be possible to accomplish, for at least the 
commg six months, through the recently approved PIP 11 project jomtly financed 
by UNDP and USAIDIOTI whch was due to commence by the end of 1998 

b Other Related Programs 

I) Baslc Educalxon and Llteracy 

The basic education and literacy campaign c m e d  out m a partnershp effort by the OAS 
and the FGT was one of the most successful elements of the overall program The final 
numbers speak for themselves A total of 3,338 beneficianes attended classes, mcludmg 
a commumty civilian participation of close to 40% A total of 2,108 students were 
evaluated by technical personal at two pmary  levels and one secondary Of these 1,8 17 
were successllly promoted to higher grade levels Basic literacy trammg was given to 
262 beneficianes Another 943 were educated at the pnmary level Another 1,200 were 
educated at the sixth grade level and 973 at the jumor high ("tercero basico") level ready 
attend hgh school or "bachllerato" programs 

The program was carrred out mth creativity and mtelligence at all levels One mportant 
additional measure of success was the hgh level of participation by non-demobilized 
members of surroundmg cornmumties ' h s  facilitated a major comrnumty level mpact 
m the form of reconciliation and unproved relationshps between ex-combatants and their 
neighbors The only real cnticism of the effort would be that ~t ended sooner than it 
needed to and could have made a greater impact with another few months of t m e  

Slxteen successful workshops were c m e d  out by IOM under a tripartite technical 
secretariat (IOM, FGT and the GOG) m as many murucipalities selected Erom areas 
where there had been detected rejection or conflict w ~ t h  the mcorporation process or 
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where there were large concentrations of ex-combatants A radio campalgn was also 
effectively Implemented Attendance was better than had been hoped, commg to 1,375 
participants from all targeted sectors mcludmg local authontles, demobilized ex- 
combatants, commwty lrnprovement cornrmttees and other assorted groups The 
workshops were well planned and executed and had the deslred result The program 
should be considered a true success The only criticism would be that it was delayed 
untll January 1998, whle it could have had important earlier benefits had it been 
executed sooner followmg departure of ex-combatants from the camps 

111) Return of External Structures 

Under this component, 15 1 famllles (493 persons) of URNG supporters were brought 
back fiom Mexico and varlous other countries It was a complex log~stical undertakmg 
handled successfully by IOM under the dvection of a special sub-commission wth  
partlclpatlon from the FGT, SEPAZ, FONAPAZ, CEAR, UNHCR, MINUGUA and the 
Span~sh Red Cross The component was clearly successful and exhibited an 
extraordmary degree of coordmatlon among the wide array of agencles mvolved 

IV) Instxtutxonal Strengthenmg - FGT 

In early 1998, USAIDIOTI and UNDP funded costs (some $233,600) associated wlth 
settmg up and operung "outreach" ("modulos de apoyo") centers together w th  the 
Foundation's SIX regional offices m Quetzaltenango, Solola, Masatenango, Santa Cruz 
del Qulche, Coban and Santa Elena m the Peten Another $172,000 was cornrmtted to 
strengthen headquarters capacity to Implement programs m the field Ths  assistance was 
good as far as lt went It dldn't go far enough, however, and today the Foundation IS 

severely laclung m techca l  and loglstlcal capability m the field and headquarters This 
is now recognrzed by the Foundation and the GOG whch IS officially supportmg the 
need for additional fundmg and techca l  assistance ' 

d Ass~stance to GOG M~htary Ex-Combatants 

Between October of 1997 and November 1998, out of a total of 1,722 demoblllzed 
members of the Extraordmary Mobile Wlltary Pohce, the program tramed 953, or 55%, 
m five month vocational courses together wlth a month long apprentlceshp and provlded 
follow-up job-search and placement assistance m cooperat~on wlth the GOGYs Natlonal 
employment office Each graduate also recelved a tool lut m the chosen field of trallllng 
Based on mcomplete data, by the end of Sept 1998,45 had been employed by the 
company providmg the apprenticeship experience, another 22 had been employed m the 
same field as the t echca l  t r a m g ,  63 were employed m other fields, another 59 had 
been employed through use of tool luts provlded, 48 more were self-employed m other 
areas and 246 were engaged m agrrcultural production Thus 66% of the group on whlch 
data had been collected (724) were worlung m some capaclty 

' Last page, CEI, "Balance del Programa de Incorporac~on de la URNG a la Legalidad", Sept 1998 



In summary, the program was well planned and managed from the start with excellent 
collaboration among the pmcipal action agents mcludmg IOM and FONAPAZ, along 
with INTECAP and the Muustry of Labor's National Employment Office Every effort 
was also made to follow-up and facilitate achievement of maximum employment 
benefits The t r a m g ,  by and large, was also well done and of adequate duration and 
quality as was the apprentlceshlp program m contrast to the URNG trammg program 

Laclung m the program, m hdslght,  was adequate preparation of the tramees for the 
reallty of the job market they were entemg m terms of compensation given the low 
wages of Guatemala m general One fmal concern remams over the number of ex-PMA 
who are either still engaged m security work and carrymg arms or who have returned to 
such work or who are likely to do so m the near future This may not be a serious 
concern as long as they are galnfully employed On the other hand, if an objective is to 
reduce the number of weapons carrymg former combatants, then this program may have 
partially mssed the mark Of the origmal 1722 demobilized from the PMAE, only some 
448, or 26%, are verified to be worlung m some activity other than secunty with another 
241 or 14% l o o h g  for work It is also a safe bet, given wage levels and experience, that 
a number of those currently l o o h g  for work and others employed temporarily m 
agriculture will eventually return to security 

USAID/OTI successfully participated m a resettlement scheme for CPR communities 
fiom Chajul, Department Qmche, to three new cooperative farms m Quiche and 
Retalhuleu The activities supportmg h s  resettlement scheme, fmanced m part by 
USAID/OTI, were to 1) assist m the resettlement of 250 CPR Sierra families (890 
mdividuals) to Fmca Maryland, 2) provide for the mstallation of cntical mi?astructure m 
the form of platform pit latmes at Tnunfo and a suspension foot bndge at El Tesoro, and 
3) provide critically needed medicme for the health clmc at Maryland These were all 
carried out successfully m the summer and fall of 1998 What is now laclung, given the 
precanous state of these farms, is adequate follow-through financmg and assistance m the 
productive economic area Such assistance is expected together with other programs for 
the larger group of uprooted populations under the overall Peace Program (This activity 
was a target of opportuIllty for USAID/OTI, m that it was sorely needed at the moment 
It was not ongmally a part of the planned demobilization program ) 

3 Conclusion on Performance by USAID/OTI and ~ t s  Prmclpal Partners - 
UNDP and IOM 

Flrst of all, the program has been a major success thus far, although ~t is not over yet, 
notwithstandmg USAID/OTI's departure Combatants are demobilized and mcorporated 
m viable or potentially viable settmgs They have been generally accepted by 
surroundmg cornmumties The emergency is over 

Secondly, USAID/OTI, together mth UNDP and IOM, exhibited outstandmg leadership, 
c o m t m e n t  and good sense throughout the period evaluated These organizations were 



faced with exceedmgly severe political constraints to effective program plannmg and 
execution, but overcame most obstacles through a remarkable abil~ty to work together to 
devise mtelligent, workable solutions Where necessary, due to political, financial or 
other realities, decisions were made to proceed with less than adequate plannmg or 
resources with a given actlvity because of the need to move forward somehow rather than 
paralyze the program which would have had yet more serious consequences relative to 
the overall mcorporation purpose of the program Certamly, m those cases where the 
USAIDfOTI, UNDP, IOM and the GOG had a free hand, they proceeded with a high 
level of professional excellence This is typified by the emergency phase as a whole, the 
basic education and literacy campaign, the social cornmumcation campaign, the PMA 
program and the logistical components of a number of different activities Outstandmg 
performances were also realized time and agam throughout the program m the case of 
mdividual tramng and project mitiatives, many of which were truly excellent That the 
overall quality of the economic assistance side of the effort m particular suffered from 
some serious gaps was a function of what m effect, at the tune, was an immovable object 
over whch neither the donors nor the GOG had control 

Knowmg what is known now, the evaluators believe that improvements could have been 
made through earlier engagement m design and negotiation of the program to deal with 
the most mportant constramt of the effort, the political position of the FGT In the 
future, it will be vital to negotiate the creation of a structure and a representative body for 
demobilizmg msurgent forces that can be counted on to operate on the basis of 
comrmtments m the best mterest of the program and its beneficlanes Whether this is 
accomplished directly through the creation of a techmcally governed representative body 
or by means of a coordmatmg structure with the necessary leverage is less important than 
assumg that one way or another a structure is devised whch will allow for a true 
partnership effort m the Interest of program goals 

Other basic mprovements that could have benefited performance would have been 

- A longer cantonment phase allowrng for more complete trammg and orientation of 
the ex-combatants rn the camps and more complete planmng for activities to follow, 

- Early engagement of the pnvate sector relative to employment objectives of the 
program, and 

- Insistence on mtegrated management of t r a m g  and productive project activities 
allowmg for the needed mutual reinforcement to be structured lnto the effort 

There are a host of other lessons and recommendations to be drawn fiom the experience 
whch will be documented m the sections to follow These are only the most significant 
ones relative to operational performance 

B Incorporat~on - Has ~t Happened9 



For purposes of answemg the question on whether effective mcorporation has happened, 
the evaluators are operatmg on the followmg premise Effectwe mcorporation for a 
demobilized ex-combatant should be defined as 1) acceptance as a member in good 
standmg by the community m whch he or she has settled, and 2) achievement of 
economc parity with the majority of the members of h s  or her community Thls is also 
m h e  with the Incorporation Accord, OTI entry documents and mterviews with key 
officials m charge at the tune (especially kcardo Stem, former President of the CEI) 

The evaluators are viewmg this program as a demobil~zation and mcorporatlon effort, and 
not m sustamable development or social and economic transformation terms If the latter 
were to be taken as the goal of the past two years, the effort would have to be judged 
mcomplete at best and a failure at worst Before true development can happen, however, 
conditions must be created whch will allow for the needed mvestment m productive 
capacity m its vanous mamfestations One of those obvious conditions is peace, secuntty, 
and relative stability m urban centers and the countryside such that vital human and 
financial capital needed for real growth will be risked This, the evaluators believe, is 
what should be used as a defmition for effective mcorporation m the case of this program 

Fmally, at the nsk of statmg the obvious, it should be remembered that the period 
evaluated is "mtial" mcorporation only, now followed by "defhtive" mcorporation 
Initial mcorporation is just that, mtial More tune will be needed for mtial mcorporation 
to be judged permanent on the basis of its demonstrated durability Tlus will also depend 
on a senes of factors external to the program related to social and economic trends m the 
country, the current reform program of the GOG, productive engagement of the private 
sector m development of non-trahtional mdustnes m the mterior and other factors related 
to the evolution of the political situation and the development of democratic mstitutions 

With the above hnkmg m mmd, the evaluators believe that effective mcorporation 
through the demobilization program has mdeed occurred for the followmg reasons 

1 Social and economc con&tions of communities where ex-combatants have relocated 
followmg demobilization demonstrate the followmg characteristics 

General 79% of Guatemalans live m poverty and 59 3% live m extreme poverty The 
country's social mdicators are among the worst m the hemsphere Nahonal averages 
mask even sharper mequalities Mortality rates of women, mfants and children are the 
hlghest m Central America Adult literacy is estimated at 48% for the country as a 
whole, but is significantly hrgher m rural areas and especially among indigenous groups, 
whlch compnse half the population of the country Mean years of education and access 
to schools are among the lowest m Latm America Less than half of rural Guatemalans 
have access to runnmg water, a quarter have access to electrrcity and less than one m ten 
have access to samtary facilities 8 

In terms of productive and rncome generation capacity, over half of the population 
depends on apculture for its livelhood, but only 16% of the land is cultivated by 88% of 

Description and data is drawn fiom the USAID FY 1998 Congressional Presentation on Guatemala 



the smallest farms (average slze 1 5 Ha ) Over the past two decades, agricultural 
production has actually declmed m per capita terms and relatlve to its share of GDP, now 
about one quarter, due to the lack of mvestment and sound management as a consequence 
of the confllct Durrng th~s  period the number of micro and small farms doubled ffom 
38,000 to 74,000 leadmg to a further declme m size and productivity Very substantial 
percentages of the population have no land at all and seek work as agricultural laborers 

Areas of Settlement Areas of the country where the greatest concentrations of 
demobilized ex-combatants have settled mclude the Peten m the North, Masatenango and 
Retalhuleu m the South, Jutiapa m the East, Qulche m the Northwest, Quetzaltenango, 
Solola and Huehuetenango rn the West and the Department Guatemala m the central zone 
of the country The general nature of the areas of resettlement can be characterized as 
urban (Guatemala City) and "margmal" urban (low mcome areas surroundmg the city), 
rural, mallurban (Dept and mutucipal capitals m the mtemr) and farms 

The majority of the beneficlanes of the program are either on the cooperative farms or m 
rural or village settmgs, mallurban secondary towns, or margrnal areas surroundmg the 
Capital In rural areas, basic services such as electricity, telephone and potable water are 
few, of poor quality or non-existent Many of these areas are isolated due to deteriorated 
roads and a general absence of lnfkastructure Health problems are senous and average 
education levels come to less than three years of schoolmg with high levels of functional 
~lliteracy Food comes fiom subsistence production, and what mcome there is comes 
fiom apcultural wage labor at extremely low levels There 1s almost no Industry with 
the except~on of a few factones owned by local elites related to processmg of agricultural 
commodities Opportunities for employment outside of agriculture are almost nil lo  

In margmal urban areas conditions are a little better but still fluctuate between poverty 
and extreme poverty Much of the housmg is mformal with mprovised design usmg tm, 
cardboard and wood and m areas of poor dramage, contributmg to already poor health 
conditions ' l  Basic services (electricity and potable water) are still llrmted Wage levels 
are low and unstable outside the mdustnal sector, and unemployment m general is hgh 

2 The condition of demobillzed ex-combatants livmg m the above areas can be 
charactenzed as follows l2 

Economic Over 80% of ex-combatants are not employed m a wage earnmg job 
although it is believed that many more do piece work on nearby farms and elsewhere 
Approxunately 19% were owners of their own busmess, malnly small stores, and another 
13% mdicated that a famly member owned a busmess that could be amplified 80% had 
received a package of bas~c rnputs on leavmg the camps whch m some cases could be 

World Bank Economc Memorandum on Guatemala, August 22,1996 
lo  Drawn from Wingerts Consultmng, ''Industnas para la Paz", Nov 1998, and Irvm Jones, "Sltuacion 
Socio-econormca de las Commdades en donde hay Concentraclon de Desmovilizados" Nov 1998 
' I  There is a housmg deficit on the order of one mllion m Guatemala Interwew wth Angel Berna, 
Housmg Program Dvector, FGT 
l2 Most of h s  m a t e d  is drawn fiom a survey carned out m August and September 1998 by MINUGUA 
of more than 800 demobillzed ex-combatants throughout the country 



utilized to start a small busmess Only 21% owned their own land, although 55% had 
access one way or another (rented, nearby family etc ) to land for farmmg purposes 

Soclal Ind~cators 26% posses their own housmg, 34% live mth a member of then 
farmly, and another 13% rent livmg space leavmg 22 5 % wth no place to live In terms 
of education, 77 5 % mdrcated that they could read and write, a surprismgly hgh figure, 
which jrbes with observations of the evaluators m the field 80% mdicated that they had 
partrcipated m the OAS sponsored "School wrthout Walls" program of education 
descnbed m Chapter IV 83% sa~d they would like to contmue thelr studres 26% 
mdicated a limtmg physical impairment of some kmd 

Commun~ty Acceptance Of those surveyed, 77 6% mdrcated good or average ("buena 
o regular") acceptance by then communities agamst only 5 5% that clarmed a negat~ve 
reception, although m response to other questions, 13% mdicated that they suffered from 
some threat or crune, and 3 1% reported negative security ~mplications from their 
participation m the URNG political party 

3 Observations of the Evaluators 

The evaluators visited and mterviewed ex-combatants m all of the different types of 
settmgs listed above mcludmg urban, margmal urban, rural, semi-rural, and farm In 
general, ex-combatants were found to be livmg m equal or better social and economc 
conditions than thelr neighbors and with equal or better prospects for growth m the 
future Th~s  was certamly the case for residents of the cooperative farms, which, gwen 
the realization of needed and expected mvestments m the near future, could nse to a 
considerably higher standard of livmg than surroundmg commufllties 

In the case of PIP project recipients, especially among the disperso population, the 
majonty are viable micro-busmess owners at present with farr prospects for improvement 
down the road Many ex-combatants and thelr families are benefitmg from dual mcomes, 
partially fiom the store run by a f m l y  member and their own wage labor plus 
subsistence f a m g  Others who received tramng, but no project, are smply back m the 
rural and urban work forces domg whatever they can, often a combmation of agmultural 
labor and subsistence farrmng In the case of the PMA, the mdicators are stronger still, 
especially gven the ability to return to secmty work for many 

In the mterview process, the evaluators consistently mquired over social acceptance by 
the commmties m whch the ex-combatants had relocated The answer was just as 
consistently positive, often hghly so The social communication campaign also came m 
for hgh marks m thls context as drd the basrc education and literacy program In 
virtually no place was a senous problem noted Many mdicated that they had made a 
conscrous effort to reach out to the cornrnwty and establish good relationships This 
was especially the case with the cooperative farms It was also the case of a number of 
the PMA graduates who had contnbuted to their communities while m trammg and were 
now providmg valuable additional services m thelr communities In a small number of 
mstances ex-combatants mdicated pockets of resentment here and there, but m no case 



was it presented as a serious problem or somethmg they could not live wlth or eventually 
overcome 

In conclusion, the evaluators take the position that effective mcorporatlon has occurred 
Even m those cases where no benefits have yet flowed from the program, the ex- 
combatants have had to survive, and, regardless of levels of education, they are not 
stupid They have by and large mserted themselves effectively and m a positive light m 
the local economy and are enjoymg community acceptance and support Thee are 
situations where the absence of program Inputs may have actually been a positive factor, 
m that the communities themselves are m such difficult economic straights that local 
resentment could be caused fiom observation of a flow of excessive benefits to the 
demobilized group l3  

Now the challenge of Defmitive Incorporation and what follows is to deal with the 
overall level of poverty m a "development" or transforming sense, which is built Into 
plans for reforms and programs to come l 4  

l3  One other factor gleaned fiom Intermews wth both ex-combatants and a number of program managers 
and staff from both the GOG and unplementmg orgmzations, is that former guenllas are by and large 
pleased to be out of the mountamns, have a roof over thelr heads and enough to eat, and enjoy some mmmal 
prospects for unprovement of thelr economic conchtion m the fbture It was a long tough road that they had 
pursued, and there was a lot of suffenng 
I4 Interviews wth Hector Morales and Eduardo Agwree of SEPAZ in descnbmg broader development 
plans of the GOG 



VI SUCCESS FACTORS AND LESSONS LEARNED 

Thls chapter draws on the two precedmg chapters m an attempt to pull fmdmgs and 
lessons together m one place for purposes of future post-confl~ct plannmg and 
negotiation There IS nch expenence m the Guatemala program whlch has much to offer 
to future efforts of thls nature The evaluators hope that that t h~s  experience will be 
tapped, both m the form of this report, and, more mportantly, through the partlclpatlon of 
key mdividuals mvolved m program execution on all sldes 

A Factors for Success and Constramts 

1 Success 

t h ~ s  program had tremendous advantages over others that came before These advantages 
and others expenenced dutvlg program lmplementatlon are described below 

a The fight People It 1s generally agreed that thls 1s the smgle most mportant factor 
contnbutmg to the overall success of the program As hlghhghted repeatedly m the 
report, the Guatemalan Program was blessed wth a w q u e  confluence of exceptional 
leadershp present m key actlon entitles, both m the donor community and on the 
Guatemalan slde mcludmg the GOG and the URNG (dunng the emergency phase) 
whch was dedicated totally to the goal of successful demoblllzatlon above other 
mst~tut~onal conslderatlons Problems of "ego" and "turf" were swept aside by 
managers willmg to do whatever it took to achleve the objectwe 

l h s  was also true at middle and lower management levels m the case of key donors 
and the pmclpal executmg orgamzatlon, IOM The evaluators, tune and agam, 
mterviewed spectacular performers m charge of executmg program components m 
IOM and the W G  Some were identified m the FGT as well, although they were 
constramed by pollcy and polltlcal cons~derations d m g  much of the penod 

With respect to USAIDfOTI m particular, this was also true m the case of both of the 
resldent representatives and the fiont office of the USAID Mission In scores of 
mterviews throughout the evaluation, this was ratlfied agam and agam by other 
donors, GOG staff, the FGT, and beneficlanes ' 

b Donor Flexlbll~ty l h s  may have been the second most important factor The 
readmess of pmcipal donor agencies to set aslde rules and make compromises m the 
mterest of teamwork to achleve Important and urgent objectives was absolutely 
cntlcal, especially dumg the emergency phase, but also throughout the effort The 

' Thls was also strongly ratified by U S Amb Donald Planty, who amved m Guatemala pnor to the Peace 
Accords and was present throughout the program 



star examples of this are USAIDfOTI and the UNDP, who jomtly funded the bulk of 
the program descrrbed with an openness and collaborat~ve spirlt not seen before by 
the wr~ter It is also true of IOM which acted on occaslon as a donor and had many of 
the same attr~butes Thls is a tremendous credit also to the md~viduals mvolved 
mcludmg the Dlrector and Deputy D~rector of USAID, the OTI resident 
representatwes, management and semor staff of the UNDP program m Guatemala, 
the Director and senior staff of IOM and the UN Res~dent Representative Th~s  also 
reflects cred~t on the home offices of these organ~zations for allowmg the~r 
Guatemalan operat~ons the autonomy to implement as condit~ons warranted 

c Host Government Capab~l~ty and Flex~b~lity The evaluat~on team was Impressed 
w~th the extraordmary dedicat~on and capabhty of most of the GOG senior 
management personnel mterviewed, past and present They reflected a truly 
remarkable degree of stature, w~sdom and willmgness to go the extra rmle to make 
sure the program accomplished ~ t s  objectwes They also worked exceedingly long 
hours and were not constramed by the normal tendency bureaucrats to opt for the safe 
route to survrval m game of government Part of this relates to the cal~ber of people 
mvolved at all levels m the agencles concerned Another part relates to the nature of 
the mst~tut~ons, wh~ch were created outs~de of the mamstream mmster~al framework 
m lme w~th current "modemzation of the state" precepts SEPAZ and FONAPAZ 
were the pmc~pal  ent~t~es mvolved on the GOG s~de, and they both depended on the 
oflice of the Pres~dency and operated w~th  "extraordmary" budgets and the ab111ty to 
hire and fire and pay h~gher salar~es as cond~t~ons warranted 

d The Coordmatmg Mechan~sm The Special Incorporat~on Cornrn~ssion (CEI) 
played the dormnant role as the mam coordmation vehlcle for all programs m support 
of h t ~ a l  Incorporation followrng the emergency phase All mportant 
lrnplementation dec~sions relatmg to the mcorporation were vetted and coordmated 
through the CEI with the URNG and the mternat~onal donor community The CEI 
imposed structure and order on the program and was emently cntical to its success 
Without it there mght well have been chaos, as there was m N~caragua, for example, 
and to a lesser extent m El Salvador, where sohd authont~es for donor coordmat~on 
were not established It could have been a yet more effectwe body had it had more 
authonty to msist on compl~ance w~th  commtrnents and demand ~nformat~on 

e Nature of the Relatmonsh~p wth  the URNG Th~s  factor cut both ways, pos~t~ve 
and negative On balance, it was pos~twe There were senous disagreements and 
endless debate and delays over pol~cy and unplementat~on strategy Issues But ~t was 
always possible to meet w~th the URNG dumg the emergency phase (outstandmg 
collaboration dumg actual demobdizat~on) and subsequently with the FGT and have 
a senous d~scuss~on of the problem of the moment, not always with resolution, but at 
a nunmum, s~des could be presented and debated m a profess~onal atmosphere 

f The Sme, Nature and Alhtude of the Force to be Demoblllzed To state the 
obv~ous, had the URNG combatant force been 30,000 Instead of 3,000 program 



pl-g and unplementation would have been much more difficult The fact is, the 
program was "bite sized" relative to many that had gone before Donors and 
lmplementmg orgamzations could come to grips with the magmtude of the job as 
opposed to earlier experiences mvolving several times the number of ex-combatants 
Also, for a combmation of reasons, the guenllas came and lefi the camps with a 
positive attitude, reflectlng the position of their leadership, but also reflectmg the 
positive atmosphere created by the vision and comprehensive nature of the Peace 
Accords which were far reachmg and addressed the true nature of the problems which 
had been plaguing Guatemala for decades The URNG had good reason to be proud 
The productive atmosphere was also strengthened by the guerilla experience m the 
camps which was hlghly positive, thanks to excellent management of the emergency 
phase m general and the well organized program of activities m the camps m 
particular, notwithstandmg false expectations raised by overly ambitious promises 

2 Negatwe and L ~ m ~ t m g  Factors 

a Lack of Plannmg There were good reasons for the lack of medium and longer term 
plannmg and negotiations out front with respect to program duection and strategy 
There was no tune for th~s  m the flurry of negotiations and detailed preparations for 
the cantonment phase, as descnbed m Chapter IV Nevertheless, the program 
suffered because of t h ~ s  lack Every new element and component had to be 
negotiated and planned at the time of mitiation due to the pattern of "delay and 
cnsis" that was established by the FGT m the course of unplementation The rules 
of the game kept changmg, and it was often unpossible to make arrangements for 
proper design, sequencmg and mutual remforcement between components that 
would have been desirable and would have enhanced mpact across the board 

b Polibcal Nature of the FGT, Techn~cal Capab~lity and the Co-D~rect~on Factor 
As descnbed throughout the report, the FGT was dedicated from the beglnnmg to 
maxirmzmg benefits for its memberslup regardless of the cost m viability of program 
components It was also subject to sometlmes conflictmg political pressures of 
g o v e m g  fronts, and it was constramed by the need to give pnonty treatment to 
those who had sacnficed the most m the mountams Fmally, it was a new foundation 
and had no expenence with anythmg other than survival and ideology 

The Foundation has learned fiom experience, and is now much more amenable than 
m the past to adoption of sound strategies, recognizmg the need to compromise on 
pmciples for the greater viability of program design and management For most of 
the penod, however, it represented more of a hdrance than a help to sound program 
execution The veto power that it was accorded by the Accords, which was 
respected by the GOG and the Donors, also gave it the power, which it utilized 
liberally, to stall other mstitutional players until it had achieved whatever the 
political goal was of the moment, regardless of the cost to the program It also 
suffered throughout the penod fiom an extreme shortage of qualified people, at all 
levels of management and execution, and a totally Inadequate budget 



The Wssmg Pnvate Sector Prior to the apprenticeship component of the PMA 
activity, the pnvate sector had no role m the program There were understandable 
reasons for th~s  associated with its historical role m society and the bitterness of lts 
relationship with the URNG right down to the wire m the s l m g  of the Peace 
Accords It was still a serrous lack, and meant that there was no little effort 
throughout the program to address the employment problem on the URNG side 
Thls fioze out an entue sector that could have been immensely helpful m terms of 
trammg, placement and needed expertise relative to Guatemalan economic 
opportunities, markets, technology etc I s  is now changmg as the FGT reaches out 
to various professional chambers But it has been a long time m commg and could 
have been an mvaluable asset m the search for viable options for ex-combatants 
throughout the country and especially m the metropolitan area 

The IVhssmg NGO Sector The NGO cornmufllty and civil society in general was 
largely mssmg fiom the program This commumty could have made significant 
contributions to plannmg and mplementation of most program elements This is 
especially true m the case of mcro-enterpnse, credit and cooperative development 

Informahon Management One problem stands out above others for those 
attemptmg to plan and manage program components throughout the penod It was 
also a senous obstacle to effective deliberations m the CEI This was a severe lack 
of mformation regardmg beneficlanes and most other aspects of the Foundation's 
thmkmg, pohcies, p l m g  and programmmg activity Reasons for h s  are unclear 
Perhaps it was smply that "mformation is power" It may have also resulted from a 
feelrng of institutional vulnerability by the Foundation and a deslre to protect Itself 
fiom scrutmy For whatever reasons, it was a major problem Not only was 
mforrnation not shared between the Foundation and the other major players, but 
often ~t seemed that it was not shared between one department and another and 
between headquarters and field units Thrs is also now improvmg 

B Lessons Learned 

Some of these represent the flip side of the above factors and are of generalized 
mportance Others are not, and are more specific or llnked to particular program 
components They are mcluded, because m all likelhood, many of these same 
components will be Included m future post-conflict programs 

1 )  Get the fight People l h s  is the smgle most important lesson of the Guatemalan 
expenence How to do it is another matter But the need for effective teamwork 
among all of the major players m a demobilization effort is so extreme that every 
effort should be made to assure that mstitutlonal representatives on the ground at the 
tme of both negotiations and mplementation are of the highest caliber and can be 
counted on to put the mission ahead of all other prionties The same effort should be 
made by host governments, with donor assistance where necessary 



Get lnvolved early The advance work accomplished In Guatemala by the OTI 
consultant m November and December of 1996 was critlcal to the extraordmary 
success of the cantonment phase of the demobillzatlon program It would have been 
even better, to have c m e d  out an assessment cons~derably earher, such as m the 
summer before, to get a better handle on the mst~tut~onal, soclal, economc, and 
polltlcal factors needmg to be addressed It IS also poss~ble, although not certam, that 
key aspects of program structure (such as the nature and mandate of the foundation to 
represent the msurgents) could have been negotiated m advance, at least partially, 
whch mlght have made a major difference m program feaslblllty and Impact In any 
case, to have a team on the ground at the tune of negotiations that has already 
mternallzed the detall of program needs, constramts and the political dynamlcs of the 
situation, would be mvaluable m terms of brmgmg added foresight to dlficult Issues 

Donor Flexlblhty and Coordmahon The unlque arrangement and relat~onshlps 
established m Guatemala were cruclal to effectwe executlon of the cantonment phase 
especially and most of h t l a l  Incorporation The Guatemala model should defmltely 
be replicated m future settmgs of t h s  nature The one problem was the case of the 
European Umon whlch, for reasons explamed earlier, was not able to dellver m a 
tlmely fashlon on comtments  and had a tendency to ngorously stlck to bureaucratic 
norms mappropnate to the d y n m c  nature of the situation m such settmgs 

OTI's Leveraging Capablllty USAIDJOTI was able to spend a relatively modest 
$6 3 mlllon whle playmg a lead role m a $25 to $30 mll~on effort Th~s  was a 
remarkable job of leveragmg resources and should be repeated m other programs To 
pull it off m the future w11 requlre the same mtenslve effort at donor cultivation that 
went m to the Guatemala program It should be done m any case for the other 
benefits that accrue fiom such tlght collaboration and the resultmg trust 

Tlmlng of USAIDIOTI Departure There was dlvlded opmlon m Guatemala among 
the donor and lmplementatlon commwty regardmg the scheduled departure of OTI 
at the end of 1998, roughly comcident wth the completion of the "Initial 
Incorporation" phase On balance, the weight of opmon was that the tune was rlght 
OTI was around long enough to assure successful lmplementatlon of a full program 
of assistance for mcorporatlon and for other donors, mcludmg the mamstream USAID 
program, to plck up the ball m a "regular" programmmg context OTI's flexlbllity at 
the b e g m g  of the program and throughout many of the rough stages of early 
mplementat~on assured the ability of the US Government respond agllely to twlsts 
and turns of the program as lt evolved The evaluators agree, however, that now IS 

the tune to move on and to fiee up OTI's resources for other start-up scenarios 

OTI's departure also comes at a tune when program strategy IS shifting m general 
fiom mdmdual assistance to more of a comrnutllty and area focus, whlch IS 

appropnate The only real concern of the evaluators IS for adequate follow-up to 
components funded and managed by OTI whch were st111 not complete m terms of 
full field executlon at the tlme of the evaluation Thls was the case of the PIP 
program (there will be a PIP I1 financed jomtly by USAID and UNDP) as well as the 



PMA program rn terms of the employment component In most respects, however, 
the t m e  is nght, and there never will be a time when all conditions are perfect 

6) Program Structure, Inst~tut~onal Capacity and Transparency of the 
Implemenhng Organlzahon Represenhng the Insurgents A major lesson from 
the Guatemala experience is that management of the program to be implemented 
should be under the direction of a entity whch is dedicated to program goals, the best 
rnterests of the peace process and effective rerntegration of beneficlanes above all 
other pnonties There are vanous different ways such a structure could be devised 

Certamly the rnsurgent side has to have a strong representational body From the 
experience of workmg with the FGT, it would have been better to have had an 
lnstltution capable of sound planrung and execution as well as berng able to truly 
assure the "participation" of ex-combatants m design and implementation Also, the 
lack of transparency of many of the FGT's positions and actions was a serious 
constrarnt The lesson fiom this is that for future programs, donors and host 
governments should attempt to identify the organization early and provide it with 

- Safeguards to assure transparency mcludmg separation fiom, although overs~ght 
by, the political cadre of msurgent leadershp 

- Techmcal assistance to develop techca l  and managenal capab~lity m the context 
of an assistance program for re-mcorporation 

- Budget for staff, mfiastructure and mobility 

It should be possible to negotiate the recommended structure through the provision of 
mcentives, safeguards and an oversight arrangement to assure that political 
considerations are taken Into account, but that the first pnonty would be effective 
pursuit of program goals Tlus orgamzation, m turn, could either mplement directly, 
as the FGT has attempted to do, or contract with other organizations such as IOM, 
NGOs, or pnvate firms for execution of particular elements 

7) Plannlng and Implementahon Capabdrty of the Government As explamed 
earlier, t lus was a major plus factor for the program In the future, OTI should seek to 
relate to those government agencies that have the degree of mdependence, flexibility 
and capabilities required by a demobilization scenario If such agencies are not m 
place, it would be lrnportant to try to create the necessary capability through the 
strengthenmg of appropnate units, or, as a last resort, to create the entity, more than 
llkely as an attachment to the Presidency of the country m order to provide for the 
needed pnonty, budget, flexibility and capability A strong government counterpart 
apparatus w ~ t h  access to decision makmg at the highest level is vital It is also 
mportant to have a government entity capable of relatmg to the insurgent side m the 
form of an open lnstltutional rmndset and attitude In Guatemala the Government 
went out of its way to contract people who were somewhat left-of-center rn 
orientation to lead the peace effort, people who were perceived by the guerilla as at 



least neutral m the struggle In El Salvador, for example, the National Reconstruction 
Secretanat and the FMLN Foundation were constantly at swords pomts to the real 
detrment of the program The FMLN at times was successful at playmg the 
Government off agamst USAID, somethmg that did not occur m Guatemala 

Coordination Veh~cle The CEI is a vehicle worth repeatmg for reasons stated m 
earlier sections The only additional recommendation would be to give it additional 
teeth m the negotiation process so that it would be m a better position to enforce 
compliance mth program commitments over the course of implementation m terms 
of both the msurgent or beneficiary orgamzations as well as donors 

Informahon Flow Effective and fluid mformation flow must be assured for 
effective program admstration This should be negotiated at the time of program 
formulation along with mcentives for sharmg The development of a common data 
base, given today's technology, should now be relatively easy to set up between 
donor and mplementmg agencies 

10) Secure Productwe Pnvate Sector Involvement from the Beginnmg The 
Guatemala Program mssed a great deal from the absence of the Private Sector m the 
plannmg and development of not only employment possibilities but a host of other 
elements whlch could have been helpful such as market research and technical 
assistance on commercial enterpnses projects and supply and distnbution activities 
It should be m the mterest of the pnvate sector to facilitate peaceful mtegration The 
Private Sector also has the eventual solution for the commercial and mdustrial 
development of the mtenor of Guatemala (the real and lastmg answer to the problem 
of urban and rural poverty) and of most countries, and should be mvolved early m 
planrung of options for thx as well (The INDUPAZ proposal now bemg considered 
by USAID and UNDP may represent a viable scheme for thls type of mvolvement ) 

11) Secure Productwe NGO Involvement from the Beginnmg The NGO community 
could have contributed substantially (micro-enterprise, credit, coops etc ) It could 
also have facilitated dialogue and the development of productive relationships w i t h  
communities The energy and creativity of this sector should be tapped 

12) T ~ m ~ n g  of Cantonment Phase The two month penod (less for many) m the camps 
did not allow adequate time for proper orientation for re-entry mto society, an 
adequate detailmg of employment options and project possibilities, or planning m 
general of mterventions to follow This is not to criticize what was actually done, 
whlch was a marvel of hlghly coordmated and articulated activity among a host of 
players It was still too short, however, as was recognized by most of the major 
mstitutional players (GOG, UNDP, OAS, IOM) What the precise amount of time 
should have been is difficult to say, probably three to four months would have been 
about nght A longer penod could have brought a series of other problems such as 
those experienced m El Salvador (up to m e  months) and other settmgs 

' p 16, USAIDIEI Salvador, The Frst Three Years of the Peace and National Recovery Project (519-0394) 
- Lessons Learned, Oct 1994 



13) Land This was a basic nght under the Peace Accords It should have been 
addressed earlier m the program, or not mcluded Land for the cooperative farms 
could have been ~dentified earher and arrangements could have been made for the 
halfway house group to resettle earher than they were, wh~ch was only after a nme 
month wait in the albergues Land for the dispersed group still has not been worked 
out, and may never be, glven the convoluted tenure situation m Guatemala It 
probably should not have been promised m the first place except for large group 
situations The lesson for the future is that land should only be prom~sed where ~t can 
be delivered m a tmely fashion to those groups to which are to recelve it 

14) Housmg This was another right under the Peace Accords It also should have been 
addressed earher The FOGUAVI scheme now bemg Implemented IS a good one and 
is workmg, at least on the cooperative farms to date What is lackmg is housmg for 
the d~spersed group The program IS m place It is more a problem of access and 
mformation An NGO could have been contracted to act as the field arm of the 
program, the type of role that the Cooperative Housrng Foundation has played m 
other settrngs Housmg is a huge problem m Guatemala and undoubtedly m most 
other post confl~ct settmgs As was explamed to the evaluators, vulnerable people are 
motivated by housrng above all other pr~orit~es and will go to where the housrng is 
before worrymg about employment Home ownership is a major factor m 
establ~shmg the secmty and stability of a f m l y  Ideally, the hous~ng element of a 
program should be tightly coordmated with components dedicated to economlc 
sustamab~lity - tramsng, employment, small enterprise 

15) Expectabons In the Guatemala Program, false expectations were constantly raised 
by the FGT as well as, unwittmgly, by the donors, not knowmg m advance what it 
would take or how long it would take to mplement programs on the drawmg boards 
Further, expectations were raised m the ex-combatant group m general with regard to 
entitlements and benefits that were unrealistic and tended to remforce a patemalist~c 
mmdset which did some damage m the case of the albergue PIP activ~ty m particular 

Every effort should be made to explam and hammer home, where necessary, the real 
world nature of the market m terms of both small enterprise and employment The 
PMA program suffered from unrealistic expectations regardmg wage levels m pnvate 
mdustry which resulted m a shortfall on the employment side and the return of many 
to the security busmess In the case of the EU program, expectat~ons were raised on 
the cooperative farms and m other geographic areas of PAREC coverage may not be 
met Promises should be kept to a mmimum while emphasizing the reality of the 
market place and the importance of self-reliance, creativity and hard work m the 
identification and development of personal opportumty Promises made, but not 
delivered, are a disservice to the beneficiary group m that they automatxally curtall 
needed effort and creativity by beneficlanes to seek then own solut~ons 

16) Cred~t The grant nature of PIP program design facilitated rapid program execut~on 
and the ability to move on after execution to other areas and components, not havmg 



to worry about collections It made sense for this reason glven the extreme pressure 
felt by implementers to get the show on the road Nevertheless, it established an 
unfortunate precedent with some ex-combatants, especially those fiom the halfway 
house group, who m mterwews expressed the view that the program owed them much 
more and who were unwllmg to seek other sources of needed capltal m the market 
It also denied the group the experrence of workmg with credit and havmg to budget 
and watch costs m order to deal with a repayment schedule The majority of those 
mterviewed expressed great fear of entermg mto market credit relationships for fear 
of mortgagmg and losmg what little they had to offer as collateral If these people are 
to prosper, however, they will need to be able to tap credit markets In the future for 
badly needed mvestment and worlung capital 

17) Trainmg The techca l  tralnmg component of the program has mlxed reviews It 
was generally adequate m quality, but not m duratlon Nor was lt lmked, with the 
exception of the PMA program, wlth employment or productwe enterprise projects 
There are obvlous lessons here 

- Flrst, techmcal t r a m g  should be based on true market opportunltles, ldentlfied 
and verified m advance 

- Second, lt should have been Integrated specifically wth the PIP program and wlth 
a follow-up program of job search and placement 

- Thlrd, selection was a problem and should have been based on a rapld but 
thorough assessment of aptitude and preferences as well as market opportunity 

- Fourth, the tramng should have been tled to an apprentlceshlp program for those 
mtendrng to enter the job market (as was done m the PMA program) 

- Fifth, the pnvate sector should have been Involved m plannmg and execution 
from the start 

- Surth, for a number of fields, such as auto-mechamcs, electricity, carpentry etc , 
the tramng was not long enough to satisfy entry requirements of many companies 
and should have been longer 

- Fmally, noturlthstandmg the excellent effort made by IOM m designing, 
contractmg and monitomg the t r a m g  program, experienced vocational trammg 
experts should have been brought m earlier 

18) Agriculture and the Chem~cal Company Store Highland farmers throughout 
Guatemala suffer from the Company Store syndrome wth chemlcal fertilizer, 
pestlade and herblade suppliers They have been exploited for generations by this 

Many of these same recommendations, lncludlng the one on durafion, were made m the evaluation of the 
El Salvador Program pp I11 7-9 Development Associates, Inc , Evaluation of the Peace and National 
Recovery Project, Jan 1994 



system, as have their counterparts m other countries of Latm America This has 
resulted m a type of debt servitude which keeps prices low at the farm gate, results m 
low productivity and soil depletion, damages the environment and affects the health 
of farmers, families and a m a l s  alike, especially chddren There is a huge need to 
convert to organlc farmmg which 1s cheaper, more effective, higher y~eldmg, 
produces better fmanc~al returns and IS good for the environment and health of the 
fam~ly In programs such as thrs which mvolve a heavy focus on agnculture, the 
opportun~ty should not be lost to assist farmers to break out of the vicious cycle of 
production based on chemical mputs 

19) Follow-up The "follow-up" element is critical to the success of any program of 
assistance to small busmess or agr~culture or those seelung employment In the 
Guatemala case, staff and resources were not there to carry out a viable program of 
follow-up, allowmg a number of md~v~dual and group projects to flounder and 
creatmg an unfortunate Image for the orgamzation respons~ble Not only is adequate 
staff and budget reqmred to provide the necessary coverage, but the technical 
capacity has to be mjected to assure that the follow-up, when it does happen, actually 
makes a d~fference 

20) Safeguards on Equ~ty Inequ~t~es and the appearance of mequ~ties should be 
avoided ~f poss~ble In the Guatemala case, some beneficianes were clearly favored 
over others, especially those m the halfway houses Others rece~ved favored 
treatment when it came to trammg, PIP projects and jobs with the Foundat~on In still 
other cases, employees of the foundation were also project recipients or had a share of 
a cooperatwe farm For a given beneficiary to recelve an additional set of benefits IS 

not necessmly wrong m a glven situat~on What is important 1s to have a pol~cy and 
adhere to ~ t ,  so that all know the rules of the game It IS also ~mportant to have a data 
base than can adequately track who recelves what and assure that multiple benefits m 
a glven case are justlfied by c~rcumstances and a valid rationale 

21) Translbon to Development Desp~te the fact that t h ~ s  was an "mcorporation" and 
not, supposedly, a development program, concepts of sustamable development should 
have been mtroduced from the beglnnmg Obv~ously much of any demob~lizat~on 
effort will be of a trans~t~onal nature On the other hand, pmciples should be 
mtroduced early m order to develop the appropriate mindset on the part of 
beneficianes and lmplementers allke This IS espec~ally important m economlc 
assistance components such as trammg, productive projects, and the cooperatwe 
farms In fbture programs, t h ~ s  concept should be more ev~dent Also, long term 
development of the surroundmg area or commun~ty should Ideally proceed apace with 
the demobil~zation act~vity Hopefully this wl l  happen now m Guatemala It IS not 
healthy for the program to focus too long on just the ex-combatants wthout more of 
an effort to resolve the poverty problem m general of the area 
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GOVERNMENT OF GUATEMALA 

Secretarra para la Paz (SEPAZ) 
- hcardo Stem Hememann, Soros Foundatron, Former President of the Cormsron 

Especral de Incorporacion (CEI) and Technical Secretary, SEPAZ 
- Hector Morales, Secretary, SEPAZ 
- Enrrque Eduardo Agulrre Cantero, Representative to CEI and responsrble for all 

Rerncorporatron Programs 
- LUIS Eduardo Escobar Hernandez, Consultor, Relncorporation Programs, URNG and 

PMAE 
- Maria Ramez, Coordmadora, Programa de Resarclmiento 

Fondo Nacronal para La Paz (FONAPAZ) 
- Alvaro Colom Caballeros, former Dlrector FONAPAZ, currently Presrdent, Grupo 

Mega 
- Fernando Calado, now wrfh IOM, former consultant to FONAPAZ m Unidad de 

Asrstencia a1 proceso de la Paz 

W s t e n o  de Traba~o y prevrsron Socral, Oficma Nacronal de Empleo 
- Marco Antorno Castellanos, Dlrector 

Institute Tecrnco de Capacrtacron v Productrvrdad (INTECAP) 
- Ramon Castellanos, Dlrector, Guatemala City Center . 
- Chef of Trauung Program for PMAE 
- Professors for Carpentry and Tarlomg 

INTERNATIONAL ORGANIZATIONS 

European Union 
- Mma Fernandez Carcedo, Econormsta, Delegation de la Comision Europea 
- Fernando Ascoli, Co-Director, PAREC 

International Ormnrzation for Mmation. Guatemala 
- Diego Beltrand, Coordmador National, Programa Desmovrlizacron e Incorporacion 
- Antorno Frarle, Coordmador de Operacrones 
- Cesar Gurllen, Coordrnador del Prograrna de Insercion Productiva (PIP) 
- Irvm Jones, Consultor, Programa de Insercion Productiva (PIP) 
- Momque Van Hoof, Segumento, Programa de Inserclon Productrva (PIP) 
- Vrctor Martmez, Consultor, Programa PIP 
- Damel Gomez, Consultor, Programa PIP 
- Beatrrz Azurdra, Coordmadora, Campana de Sensrbrl~zac~on 
- Catolma MIZ, Monitora, Campana de Sens~brlrzacron 
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- Oscar Sandoval, Coordmador, Traslado de las CPR Sierra 
- Hjalmar Calderon, Coordmador del Prograrna PMAE 
- Herbert Aitken, Capacitacion, Programa PMAE 

Oraanization of American States (OAS) 
- Raul Rosende, Director, Unidad para La Promocion de la Democracia, Programa de 

Remsercion de Desmovilizados en Guatemala 

Umted Nations Representative 
- Lars Franklm, Resident Reprrsentative 
- Clemencia Munoz Tamayo, Deputy Resident Reprisentative 

United Nations Development Promam 
- Fernando Masaya Marotta, Program Officer 
- Maria Noel Vaeza-Ogilvie, General Manager, Recovery, Reconciliation and Reform 

Programs 
- Mauricio Valdes, former Director of UNDP program m Guatemala, now m UNDP 

headquarters m New York (by telephone) 

United Nations Verification Mission m Guatemala (MINUGUA) 
- Henry Moms, Jefe, Chef, Resettlement and Incorporation Area 

GOVERNMENT OF TII[E UNITED STATES 

US Embassy 
- Ambassador Donald J Planty 

US Agency for Internahonal Development (USAID) 
USAID Mssion to Guatemala 
George Carner, Mmion Director 
Leticia Butler, Deputy Mssion Dlrector 
Jack H McCarthy, Coordmator, Peace Program 

USAID Office of Transition htiatives 
David Gould, Resident Representative, OTI 
Charles C Brady, field consultant, OTI (by telephone) 
Catheme Haberland, Program Manager, OTI/USAID/Washmgton 
Johanna Mendelson, former Senior Advisor, OTI (currently with World Bank Post 
Conflict Umt) 

GUATEMALAN ORGANIZATIONS 

Fundacion Guillermo Tonello PGT) 
- Emque Corral Alonso, President 
- Judith Erazo Caravantes, Senior Management Group of Foundation 



Appendix A 
Page 3 of 3 

Rosana Gomez, Dlrector, Programa Economco-Productivo 
Angel Berna, Director, Programa Vlvlenda y las Fmcas Cooperativas 
Gustavo Pemlla, Dlrector, Programa de Atencion a Desmovil~zados 
Francisco Runola, Director, Programa de Capacitacion 
Maria Luz Martmez, Sub-Directora, Programa de Capacitacion 
Ruben Lopez, Programa de Educacion 
Fernando Vasquez, Consultor, Programa PIP, Region Guatemala 
Marco Antonio Ruis, Consultor, Programa PIP, Region Quetzaltenango 
Marco Tulio Sanchez, Consultor, Programa PIP, Region Ch~maltenango 
Jose Maria Cuculista, Fleld Representatwe, Oficma Regional, Masatenango 
Lidia Amparo Santos, Field Representative, Oficma Regional Quetzaltenango 
Marco Antonlo Ramos, Field Representative, Oficma Regional Ch~maltenango 
Bernabe Salazar, Field Representative, Oficma Regional Peten 
Felipe Coroy, Morutor, Programa PIP 
Vlctona Bamamco, Morutora, Programa PIP 

PRIVATE SECTOR 

Grupo Mega, Guatemalan Consultmg; F m ,  contracted by UNDP to Evaluate URNG 
Incorporation Program financed by UNDP and USAID 
- Alvaro Colom Caballeros, President, former Director FONAPAZ 
- Lorena Mejicanos, Manager, Program Evaluation of URNG Incorporation 

Private Companies 
- Carlos Anas Bouscayrol, General Manager, Cardiz, S A , Apparel 
- Modesto Par Gutierrez, Plant Manager, Suez, S A , Apparel 

PROGRAM BENEFICIARIES 

URNG 

The team met with approximately 60 beneficianes m varylng degrees of depth mcludmg 
ex-combatants from both the dispersed group and the three cooperative farms The team 
also had contact w t h  a considerably larger group through the vehcle of attendance at 
vanous PIP workshops at different locations In the course of field visits the team also 
met with several "external structure" returnees and others from List B, supportmg 
members 

The team met with 13 ex-PMAE beneficiaries m field sites and employment locations 

CPR 

The team visited two CPR sites and met substantively with a total of about 10 members, 
about half of whch were URNG members mcorporated wlth the CPR groups 
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VISITS TO FELD AND PROJECT SITES 

Oct 19,1998 

Vivero de la Paz, outslurts of Guatemala City PIP project nursery, community 
gardens and possible new project for hydroponics production PIP recipient, 
dispersed ex-combatant worlung with group of seven women frorn the community 
Interviewed beneficiary and another dispersed excombatent along with supporting 
personnel fiom FGT and IOM Troubled project now m process of redesign 
Prospects are good 

Carpentry Project, Chmaltenango PIP project for group of seven frorn Cocadi 
Albergue m Chmaltenango Interviewed project recipients along with FGT reg~onal 
momtor and consultant Project is m serious trouble Problems of management and 
motivation 

Tienda Project, Chmaltenango PIP project to group of four fiom COCADI 
Albergue Interviewed one beneficiary, a war-wounded ex-combatant Project is m 
senous trouble Problems of management and location Almost no cash flow 

Tienda Project m San Andres Ixtapa outside of Chimaltenango Interviewed 
beneficiary, a dispersed excombatent Project is successful Good location Good 
management by spouse of beneficiary 

Restaurant Project m Chunaltenango Interviewed excombatent woman beneficiary 
from the Cocade Albergue Project is barely successful but should lmprove Good 
management, mtiative and motivation 

Oct 21 

- PIP Project Recipient Workshop, Conavigua, Guatemala City Observed workshop 
on problem solvmg for PIP projects and mterviewed major portion of group of 40 
beneficlanes Most were fiom the greater Guatemala City area A little over half had 
henda projects The success rate was d~scouragrng Most complamed of lack of 
adequate financmg and trammg, low margms, stiff competition There were some 
successes, especially among those with expenence before or d m g  the conflict 

Oct 22 

- IOM Agricultural Workshop, Xecoxol, Chimaltenango Department Observed 
workshop on agrrcultural problem solvmg w~th a strong pitch on orgmc farmmg 
technology Interwewed excombatants and supporters, List A and B, and members of 
the commufllty along wth  agrrcultural consultant under contract to IOM, FGT field 
monitor and consultant, and other IOM field personal One PIP project for a store for 
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agricultural supplies IS barely malung lt with chemcal fertilizers and pestlcldes An 
agreement was reached to convert to organlc supplles based on strong community 
response to the workshop resultmg m arrangements for a follow-up visit and 
presentatlon to larger group of farmers Arrangements were made to asslst the store 
owner wlth transport and sale of h s  chemical supplles m order to use proceeds for 
new orgamc products m greater demand by the cornrnunlty The revised project has 
good prospects but will require strong techcal  support and follow-up 

Oct 23 

- IOM Sewmg Workshop, Casa de Llslados, Guatemala City Interwewed women and 
one man partlclpants, mcludmg two PIP beneficlanes along wlth FGT project 
momtor Flrst rate hands on presentatlon was made by IOM contracted expert One 
benefit of workshop was to put women m contact with a source of sound technical 
advice for problems down the road 

Oct 24 

- IOM PIP project reclpient workshop, Quetzaltenango Group of seven PIP recipients, 
all store owners Interwewed excombatants, most despersos, along wlth regional 
FGT monltor and consultant and IOM field personnel and local MINUGUA monitor 
Group was hghly motivated and creatwe m cormng up wth rnnovatlve solutions to 
problems encountered They also agreed to combme resources on procurement and 
transportation for purchasmg power and economes Thm margms and hgh rent were 
the pmclpal problems, but most have good prospects for success if they can mamtam 
the current level of commitment and spint 

Oct 24 

- Cooperatwe Farm, Santa h t a ,  Colomba, Quetzaltenango Interwewed Pres~dent 
and leadershp group fiom the Cooperatwe together wth the FGT Reg~onal 
Coordmator 37 famhes, or about 200 people, m a d y  from the Albergue DIGESA m 
Quetzaltenango The farm, a coffee productlon operation, 1s laclung m worlung 
capltal, but had good prospects for fmancmg fiom PARK I1 for mcreased productlon 
and a posslble drymg plant USAID had provided assistance to re-seed 14 manzanas 
They are bu~ldmg thelr own homes, the FGTIFOGUAVI program with PMA support 
The group was well organized with a Board of Directors and three work 
comrmssions, women, mfrastructure, and field Pr~orities were clear Coop has been 
receivmg strong support fiom the local FGT coordmator Expert techca l  assistance 
on coffee processmg and marketmg IS needed Prospects are good due to location, 
land, mfiastructure, some technical capaclty m coffee production, and seemmgly 
strong leadershp and management 

Oct 25 
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- Taller de Mecanica Automotriz, Guatemala City PIP project recipients, group of 15, 
w~th large mvestrnent m auto repair shop Interwewed several officers and members 
of the group They exhlbited good leadership but were lackmg m adequate trammg 
for more than a couple of the leaders Th~s will be a d~fficult management 
proposition for the leaders given size of the group and the fact that a number will not 
actually be worlung m the shop Also mterviewed FGT PIPS coordmator for the 
Guatemala C~ty area and two former promotores m the group from the OAS program 
m basic education and literacy 

Oct 28 

Bakery run by ex-PMAE m Ammas Lomas, Jutiapa Beneficiary, a 12 year veteran 
wth  PMAIE, with a campesmo background, had received excellent trammg m the 
Imrich Fischmann Institute with a good apprent~ceshp experience The bakery, a 
traditional artisan type operation, should do well Beneficiary exhlbited strong 
mtiative, innovation and good management and financial practices with plans for 
expansion Would be a good candidate for micro-enterprise credit Busmess 1s 
clearmg about Q2,500/month The whole famdy was mvolved and also engaged m 
subsistence f a m g  

Carpentry service enterprise m Animas Lomas, Jutiapa Beneficmy, an 1 1 year 
veteran with PMAIE, was runnmg a highly lnnovat~ve operat~on w~th  no electricity 
Tramed by the Imrich Fiscnmann Institute Beneficiary, wth a campesmo 
background, had mvented a remarkable hand powered lathe and sandmg machme 
Prospects are good Beneficiary is mdustrrous wth a good feel for busmess and the 
market, and produces high quality work The whole famly was mvolved and also 
engaged m subsistence farming 

Tailor, Anmas Lomas, Jutiapa Beneficiary, who also ran a small store, was trained 
m INTECAP with an apprenticeslup m a tailor shop m Jutiapa, was not domg well 
Demand was h o s t  1111 except for small repau jobs He was considemg leavmg 
town to look for work either m secmty or a maqulla (cut and sew) operation m the 
city 

Anunas Lomas, Jutiapa Met with six ex-PMAE beneficlanes Two had been 
tramed m cookmg and two m tailormg, one m auto mechanics and the last m nursmg 
Most were mterested m returnmg to secmty work where pay was better than 
anyhng available m the commumty or m entry level jobs m then tramng fields 
They were also engaged m the current harvest All had campesmo backgrounds 

Ammas Lomas, Jutiapa, auto repalr shop Interviewed ex-PMA beneficiary tramed m 
auto mechanics at the Fischmann Institute Beneficiary appeared motivated, pleased 
wth trammg experience and, accordmg to the shop, had sohd skills The shop itself 
was poorly orgamzed and m poor condition, but owners claimed that business was 
mcreasmg 
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- h a s  Lomas, Jutiapa, met with town leaders who had strong praise for the PMAE 
program and showed evaluator excellent work on the town church that had been 
contnbuted by the tramees 

Oct 29 

- Guatemala City, Fabnca Cardiz, S A Apparel (Maquila) operation, mterwewed Plant 
Manager Also mterviewed two ex-PMA beneficiaries, one worlung m security and 
one on the factory production lme Three ex-PMA beneficiaries had passed through a 
one-month apprenticeshp m the factory One was hlred by the company Plant had 
700 workers Wages were relatively low, at Q225/week up to 4400 Experience 
with tramees was positive, good disciplme, but not all had aptitude for the work 
Education was not a factor except for basic literacy High demand for tramed 
workers, but factory had its own trammg operation that could tram employees faster 
for its h e  than an outside program We discussed the merlt of setting up a program 
which would take more advantage of Factory trainmg facilities The beneficiary on 
the lme appeared to be domg well and was happy with h s  work and growth 
prospects The other employee m securrty was satlsfied but not happy with pay 

- Guatemala City, Fabnca Suez, S A Apparel (Maqmla) operat~on Interviewed Plant 
Manager and one PMA beneficiary just h s h g  h s  one month apprenticeshp The 
tramee did not appear motivated and was mterested m gettmg home for the holldays 
He wanted a higher salary than the company was prepared to pay He may drlfi back 
mto security work The factory wasn't prepared to h e  anybody at the moment, but 
m another month, some jobs were gomg to open up Pay for workers ran between 18 
to 26 Quetzales per day The hghest level could make Q 1,200 per month 
Conditions appeared good and benefits mcluded food and transportation Company 
was remotely considemg establishmg a branch operation m Huehuetenango 

- Guatemala City, headquarters of IN'IECAP (Instituto Tecmco de Capacitacion y 
Productividad, Guatemala's national tralmng institute supported by both the 
Government and the Pnvate Sector Interviewed Dlrector and head of trammg along 
with two professors m tailomg and carpentry The mstitute had to overcome 
resistance of the beneficimes to techca l  tralnmg, especially theory components and 
had to focus overly on practice on the shop floor Behavior of PMA students was 
excellent m the program A significant portion of the PMAE students were very 
strong m thew courses, although not a majonty They had good work practices and 
disciplme But, heavy supervision was needed INTECAP clamed good lrnkages 
clamed with pnvate sector along w~th  some fmancmg Regardmg the job market the 
Institute observed they it responded to persons m the program, not the market It also 
stressed a strong need for tramng m micro-enterprise Although INTECAP does 
aptitude testmg, thxs was not part of h s  program INTECAP trains some 100,000 
people per year and clalrns to have good credbility wth  pr~vate sector sources of 
employment Demand is still strong for tramed labor 
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- Guatemala City, National Employment Office, Ministry of Labor The Office, which 
has an agreement with IOM financed by USAID through IOM and FONAPAZ to 
provide employment assistance to ex-PMA beneficiaries, is bemg upgraded as part of 
the current Modermzation of the State program wth  program financrng Also, the 
Peace Accords mandate the Muustry of Labor to be responsible for provision of 
needed services to the beneficiary population The idea is to respond to need 
throughout country through development of a rapid response capability The oflice 1s 

very proud of its new data base program for classifying job applicants and makmg 
matches agamst identified opportunit~es A demonstration was provided The Office 
held regular meetmgs with the PMA program group m IOM Five regional offices 
are to open soon Each will have a computer system llnked to the national program 
Currently 149 job applicants are m the active file The Office is trying to establish 
contacts with compames, but it is slow gomg Much mformation is obtamed fiom 
want adds and announcements The Office stressed that the Private Sector is leery of 
hirmg URNG members because of fear of problems and start up of unions 

Nov 4 

- Fmca Las Tecas (El Progreso) - Cooperative Farm, Cuyutenango, Suchtepequez 
Dept (fiom Albergue Los Bnlliantes) Interviewed Cooperative Officers (President, 
Secretary and others) The coop mcludes some 76 farmlies totalmg 375 persons 36 
of the members came from Albergue Los Bnlliantes and the others had dispersed 
earlier fiom the camps and came fiom three different fronts of the URNG The land, 
7 5 caballenas, or 3 15 Ha , was selected by the group for its potential for hgh 
productivity m coastal apcultural and livestock production The coop, whch seems 
to have good potenhal m a number of areas (me, sugar, gram, vegetables, cattle, 
rubber, fish culture), appeared to be more or less stagnatmg for the moment m terms 
of mcome producmg activity Most of the work of the members is now gomg mto 
completmg housmg for the commwty under the PMA food for work program 
There will be some mcome when fattened cattle are sold early next year (28 head 
donated by USAID/OTI) The group is now waitmg for the results of soil stuhes 
financed by EURAREC which seem to be long m commg In the meantime, the coop 
is engaged only m subsistence production and housmg construction They had almost 
no ~nformation regardmg the studies, project possibilities, fmancmg fiom whatever 
source The Coop has a 47 0 million debt to pay off for the land to the Fondo de 
Tierra, and has little idea how its gomg to cover the Q1 4 million year debt servlce 
requuement (two year grace penod) Coop is not yet legalized, although papers have 
been prepared, due to lack of financmg for the cost of processmg The group had 
received little t r a m g ,  most of which it considered irrelevant to its current situation 
The disperso population had had some trsunrng They are lookrng to the Foundation 
to solve their problems and waitmg for news fiom PAREC, but have little to go on 
(There is no known commitment fiom PAREC beyond the soils studies ) The 
foundation representative was not aware of the current status of the studies or other 
project possibilities, although he was supportive m general 
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CPR Triunfo - El Qu~che Total slze of the group IS some 350 famil~es They had 
only arr~ved m Sept '98, and been there about SIX weeks The Triunfo group is now 
llvrng m 'Techo Mmmo" housmg provided by the EU Although there were some 
100 to 150 URNG demobil~zed "d~spersos" m the group which had origmally come 
fiom the CPR S~erra m Chajul, the Foundat~on Rep accompanymg the team had no 
mformation about them Interviewed some of the dispersos of the group They had 
received no tramng and had had no contact wlth the Foundation to date They were 
emphat~c on the urgent need for tramng The group appeared styrn~ed until it 
received add~t~onal support fiom the Foundation The CPR was to recelve a "mi 

r~ego" project financed by the Italian government to be implemented by the Muustry 
of Apculture, but it had no idea what was to be cultivated and when The techo 
m l m o  housmg consists of aluminum sheetmg held up by poles with no walls Land 
was wet w ~ t h  much standmg water after the passage of "Wtch" mdicatmg s dramage 
problem USAIDIOTI had donated latrmes configured to deal with the lack of 
dramage The Group was short of food which it has been receivmg from CEAR The 
URNG members, by their own cho~ce, were to recelve the same benefits, no more no 
less, than the rest of the CPR (Apparently some 350 URNG demobilized m List A 
are part of the CPR Sierra group from where the three new CPR farms had come (El 
Tesoro, Maryland, El Tnunfo), excludmg the Peten, Santa h t a  It looked like a long 
road ahead, but the spmt was there to stay the course 

Nov 11 

- Fmca El Honzonte, Santa h a ,  Peten, Cooperative Farm Interviewed Consejo de 
Adrmnistrac~on officers and spoke with a number of the other demobilized ex- 
combatants The farm encompasses 20 caballerias or approx~mately 840 Ha , the 
largest of the three cooperatwe f m s  There are 1 14 fanul~es and 145 members m 
the group mcludmg some fiom List B and C In November and December of 1997 a 
small advance group m v e d  w~th  the man body c o m g  at the end of February 1998 
The pnce of the land was 4 3  0 mlhon, the cheapest of the farms The mam 
productive potential of the f m  is m forestry, cattle and vegetables along wth  basic 
food crops There IS also a long term tomsm potentla1 The cooperative is currently 
m the legal~zat~on process through INTECOOP 

The group appeared to be well organ~zed and domg well m general, with no Internal 
or external relat~onship problems Housing construction for members IS now m 
construction under the FOGUAVI program and looks solid with innovative design 
features Construction workers were well tramed m masonry by the Quetzaltenango 
mstitute and are bemg paid through the PMA program The coop appears to have 
d y n m c  leadershrp which has been able to stimulate sustamed enthusiasm by 
membership for work needed to brrng the farm mto production There is good 
cooperation w~th  the local comrnufllty, and an auxil~ary mayor has been authonzed by 
the mufllcipality The coop has appl~ed for a school from the FIS Currently two 
teachers are bemg supplied by the Mmc~pal~ ty ,  and the Muustry of Educat~on is 
expected to accredit the school next year and supply two teachers A sub-group of 90 
members of the cooperative purchased 32 head of male cattle on theu own account 
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w~th money taken from Becas, Q1,000 each, and hopes are hgh for profit from 
we~ght gam On the product~on s~de, the cooperatwe IS waitmg for the results of a 
pre-feas~b~lity study on forestry potentla1 bemg carried out by a local NGO The FGT 
w~l l  also do a diagnost~c evaluat~on of product~on poss~b~llties Future technical 
ass~stance IS also expected from FECOAR, the Federation of Agricultural 
Cooperatwes The one mam concern, as wth the other farms, IS for needed 
mvestment and workmg capital, some of whch wdl hopefully come fiom the PAREC 
program The outlook IS optlm~st~c 

CPR Santa h t a ,  Peten 134 farmlies mcludmg 400 plus people There was a small 
number of ex-combatants m the group The team mterv~ewed an advance group at a 
new farm for resettlement provided by the Government Most of the famihes had not 
yet been relocated to the new location The farm covers about 2,900 Ha , by far the 
largest seen to date The orlgmally group started out m small un~ts m the mountms 
havmg fled army attacks m the early 1980s, eventually c o m g  together In 1991 they 
settled down m then current location (Zona Maya Nat~onal Park) They had rece~ved 
some help fiom NGOs, malnly Spmsh, from 199 1 to '94 They had lwed llke 
guer~llas for long penods, only more d~fficult from lack of arms, no money, and no 
leverage for seeiung food and ass~stance from cornrnun~ties m the area 

The group had been prepamg for the move (delayed due to Hurricane Mitch) to the 
new farm for more than a month They were runrung low on food, currently bemg 
suppl~ed through the World Food Program Medicmes and health care assistance are 
currently supplied by NGOs along w~th  some education They had been recelvmg 
some help fiom CONAD on reforestat~on act~v~ty and were to benefit £rom a fmanc~al 
mcent~ve scheme for protectmg areas reforested Th~s  IS may the best bet for the 
future of the CPR for sustamab~l~ty The so11 IS most apt for forestry development m 
the long term No projects had yet been planned except for some comm~r]lty forestry 
actmty The group was wa~tmg for a study of poss~b~lit~es The general aspect was 
poslt~ve, but development w~l l  be a long tune m c o m g  In the meantme, the group 
has good surv~val slulls 

Nov 12 

- Guatemala C~ty  Visited senes of PIP projects on outslurts of the c~ty  mamly m the 
mxco area Most were very small operators, wthout much trammg or educat~on, but 
appeared to be domg well and growmg m most cases These were almost all 
md~genous beneficlanes Most of the projects had only started up three to four 
months before the vls~t Projects mcluded the followmg 

- Store Q20,000 mvestment, 2 beneficiaries, with cash flow of QSOO/day with 
15% margm of profit It had began very modestly, but was growmg rapidly 
Good locat~on, good management 
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- Store Q10,OOO mvestment with cash flow of Q300Iday Husband works m 
another job The busmess had doubled m three months Positive prognosis, but 
slow growth 

- Store Q30,000 mvestment, 3 beneficiaries, wth  cash flow of up to Q1,OOOIday 
Store was m a good locat~on with strong management and could sell more w~th  
expansion Good candidate for m~cro-enterprise cred~t 

- MI1 Q10,OOO mvestment wlth Q50 to 60 per day of gross mcome Beneficiary 
had been tramed m ml l  mamtenance Providmg valuable service to commun~ty 
Positive outlook for growth 

- Store and tortilla malung operat~on Clearmg Q30/day over expenses Owner 
tramed as a driver, but had flunked the llcense exam Management a bit shaky, 
but good prospects for growth with added equipment (large stove) 

- Store Q10,OOO mvestrnent with cash flow of Q4001day Beneficiary was a 
former education promoter fiom the OAS program who spoke highly of the 
expenence m terms of commumty impact and support 

- Store Q10,OOO mvestment with 2501300 cash flow Good prospects Very 
mdustrrous owner 
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Revlsed Scope of Work 
Evaluation of Guatemala Demobilization Program 

USAID/BHRIOTI 

Beyond the traditional questlon regardmg accompl~shment of project purpose and 
objectlves, the greater need from a program plannmg and management perspective IS to 
learn fiom the expenence m order to mprove our response to future post-confl~ct 
situations, whch promse to abound over the commg years The Office of Transition 
Initiatives (OTI) is particularly anxious to draw from ~ t s  work m Guatemala m terms of 
such key success factors as strategy, levels and types of resources contributed, 
implementation tactics, process deslgn and control, management structure, coordlnatlon 
among donors and lmplementmg agents, mteraction with beneficiary groups, requlred 
slulls for critlcal components and the llke Thus, although the evaluatlon wdl descnbe 
what actually happened agamst mplementatlon targets, more mportantly it w11 attempt 
to document why elements succeeded or failed, m varymg degrees, m terms of the above 
success factors and perhaps others not identified at the moment One fmal hlgh pnonty 
questlon relates to the bottom h e  goal of the overall effort, or effectlve mcorporatlon of 
former fightmg u t s  mto society l h s ,  of course, is a long-term effort, and by no means 
complete at thls time Nevertheless, the evaluation will look at near term unpact and 
attempt to make a valid prognosis for the future on the basis of progress to date 

It IS worth notlng that at the commencement of the effort, purpose and objectlves were 
not entlrely clear or even known, beyond the need to demobilize and mcorporate ex- 
combatants Approxunate numbers were known and the types of mterventlons were 
spelled out, especially for the uutlal phase, but many previously utlldentlfied needs 
emerged only d m g  mplementation, and responses had to be deslgned and set m motlon 
en route ' lhs  also will be hghllghted m the evaluatlon m order to mprove ability to 
predlct planrung, resource, and management requrements for future operations of h s  
nature 

With these thoughts m mmd, purpose and objectlves of the evaluatlon are as follows 

Purpose 

Document expenence fiom the project and draw lessons learned for future program 
deslgn and management m post-conflict situations 

1 D e t e m e  the degree to which the project accompl~shed implementation targets ' lhs  
wl l  mclude the three broad areas of a) asslstance to URNG ex-combatants, b) 
asslstance to GOG mlitary ex-combatants, and c) other activities designed to enhance 
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program management and deal with the gap represented by Comrnunit~es of 
Populat~on m Res~stance OTI Guatemala has documented some thirty plus 
components wthm these categones, of w~dely varying levels of importance and cost 
Some w~ll  be treated m much more depth than others, especially those relatmg 
dlrectly to the larger mcorporat~on or "remsert~on" goal 

2 Analyze success factors m the Guatemala case related to the effectweness of OTI 
financed mterventions to draw lessons learned for future programmmg Th~s  will 
mclude elements such as those ment~oned above under rat~onale w~th  a part~cular 
focus on approach, management, process, and coordmation The mteract~on between 
OTI and key actors such as UNDP, IOM, the URNG, the CEI, the GOG, and the 
USAID ~ s s ~ o n  will be hghlighted along w~th mvolvement of beneficiar~es m field 
management of project activ~ties 

3 Determme, to the extent poss~ble, the degree to which project beneficiar~es have been 
effect~vely mcorporated mto soc~ety Effectwe mcorporat~on wdl mclude viable 
employment and mcome, secmty, and the stability and nature of the relat~onship of 
ex-combatants w~th  then communit~es mcludmg the three cooperatwe farms 

Methodology 

The heart of the evaluation w~l l  be a senes of structured mterv~ews carried out m the field 
with beneficiary groups and mdlviduals representatwe of the major components of the 
project, m a d y  URNG and PMA ex-combatants The mterviews will gather feedback on 
levels of soc~al and economc vlablllty, sabsfact~on, mot~vation, and capaclty 
development as a consequence of traltung, enterprise assistance, outreach efforts and 
follow-up problem solvlng on the part of lrnplementmg agencles Thls w~l l  not be a 
statist~cally vahd survey Rather the exerclse wl l  cover as many representatwe groups 
w~thm the major categones as poss~ble wthm approxmately two weeks of field work 

The evaluat~on w~l l  also mterv~ew actors at vanous levels from mplementrng mst~tutions 
to capture feedback on operational success factors mcludmg polit~cal, pohcy, techn~cal 
and resource constramts, tactics, coordmatlon, problem solvmg efforts etc Fmally, the 
evaluation w~l l  revlew project docurnentat~on mcludmg reports, revlews, evaluat~ons and 
data m general fiom OTI, the USAID Mss~on, IOM, the CEI and others As much as 
poss~ble, t h~s  revlew will take place m advance of the mterv~ew portions of the exercise 


